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The SZtate-0Ff-The-Art
of
Managemant Development in the United States

' EXECUTIVE SUMMARY

N The current report represents one aspect of the continuing
effort bv the Defense Svstems Management College to improve its
management development programs. This research project included an
examination of the current state-of-the-art aof management
development in organizations in the United States, identification of
arganizational factors important for implementation of effective
management development programs. development of guidelines for use
in planning and implementing a state-of-the-art program. and an
adamination of the implications of these findinags for program
development at DSMC,

The research suggests that two basic approaches to management
devaelopment could be identified, a manaagement education approach and
a management development systems approach._ Frograms representative
of the management education approach are cheracterized bv:

The use of fairly generalized developmental
objectives

A Focus on improving knowledage without shkill
devel opment

The use of traditional instructional methods such as
lecture

A lack of assessment of participants’ individual
management development needs

Limited integration of the educaticonal experience

with on—-the~job experience

In contrast to the characteristics outlined above. proarams
which are representative of the management development svstems
aporoach uzuwally display the following characteristics:

A needs analvais which identifies behavioral
competencies related to achievement of organizational
objectives

A bottom line "results" orientation

The use of individual development plans
tailored to the needs of individual managers

A inteqgration of classroom espneriences with
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aon—the-job developmental activities

The use of performance-based instructional methods
which facilitate skill development

Integration of management development and carser
nlanning systems

Research indicates that the management development programs
existing in academic settings and interagency training organizations
tvpically follow the management education model., On the other bhand,
a number of organizations have developed internal programs which
more closely resemble a management development systems approach.
These organizations have programs which represent the
state-of-the-art in management development. There is a general
consensus among management development professionals that an
integrated svestems model of management development is the direction
in which more progressive organizations are maving. Freliminary
data indicate that these management development systems are more
likely to produce changes in actual managerial performance than are
managemant education programs.

The research effort alse identified several organizational
factors that are important in the successful implementation of these
prograns. These factors include:

A strong commitment to management development by
upper management

The view that management development is the
responsibility of line management

The availability of needs analvsis data
Developmental programs clearlyv linked to achievement
of organizational goals

Thae existence of a career planning svstem and
comni tment to employee development

Availability of resouwrces needed to tailor
development to individual managers

Examination of the current management developbment proarams at
DSMC indicates that thevy represent a management education approach
to managment development. The effectiveness of these programs could
be enhanced by the following actions:

Identification of management development needs of
individual students using & competency based needs
assessment instrument

Development of an individual development plan (IDF)
for each ztudent
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. Allow students to select elective couwrses bevond an
; established core curriculum basad on this IDF

S8 The use of more hiaghly interactive simulations and
. other performance-~baszsed instructional methods which
facilitate skill development and integration of
knowledge gained in class lectures

P SRR
N PN o STVTTR TR Y PN TSN LI

PFroviding students with more feedback concerning
their level of skill development

Py

..
P

Aiding students in setting goals for continued -
developmental activities after thevy leave DEMC

Maodifv the student selection process and course
structure such that material is presented at a
relevent point in the students® career, i.e., usuallv
when they change positions which represent a change
in function or role

N+ I

Fo.

The changes noted above could be instituted while retaining
hasicallyv the same academic nature of the programs at DSMC. If the
college wishes to move toward development of a state—-of-the-art
management development svstem, it must first address a number of
issues. Many of these issues are related to the fact that DSMC
would be functioning as an external training organization developing
the program for a number of different clients. The issues which
must be dealt with include:

Is it possible to conduct the necessary
organizational needs analvsis?

I= there a strong commitment to such a management
davelopment program in all of the client
organizations?

What will be the role of DEMC facultvy in a program in
which primary responsibilitv for management
development should reside with line management?

Is the structure of DSMC as an academic institution
consistent with the traiming environment needed for
developing multi—-functional managers who need an
integrated perspective of their role?

Do adequate career development systems exist within
. the client organizations to make this management
_ development svstems approach feasible?
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It is now increasingly apparent that the United States
is truly engaged in a global. competitive economic
struggle. It is also clear that this challenge is
providing a rapidly growing awareness and a commitment on
the part of American managers to make critical changes in
their corporate policies and organizations that involve
the continuing development of their managers and
emplovees.

FRobert R. Rehder ((1982)

The above guote is taken from an article appearina in the
Winter 1982 issue of SLOAN MANAGEMENT REVIEW. It is representative
of the opinions espressed by many authors writing on the issue of
management development in recent issues of popular and professional
journals in the areas of business., personnel, management, and
training (Rehder. 1982; Livingston, 19873 Daly, 1980 . While there
has been an increased interest in the area of management development
since the early 1970s, a number of factors have resulted in what
many researchers view as a crieisz in the management of U.S5.
arganizations.

The Defense Systems Management College, which has a long
tradition of providing high qualityv management development Programs
for members of the acguisition management community. must ensure

that its programs remain abreast of the state-of-the-art in
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managemaent development in order to prepare individuals in the fiedd
of acguisition managemant. to meet this challenge. ITnformation on
the state—-of-the-art in management development programs existing in

organizations throughout the United States could be very uaseful inc

guiding the revision and/or refinement of the management development

proagrams  at DSMC. It wazs to this end that the preg 2@ ch

project was undertaken.,

The objectives of the research effort were three-fold, Fir=t,
the authors made an assessment of the current state-of-the-art
manacgemaent development programs and technigues currently in use or
being developed by a wide variety of organizations. The primarsy
concern was to survev programs which appeared to provide managers
with skills required to cope with the challenges faced bv
crganizations today and in the future. Thus, progarams were edamined
in organizations ranaing  from government agencies to manufeacturing
industries, banks, and consultinag firms.

The second abijiective of the current offort was to develop é
genoeric model of the management development process whooch coald be
uvsed as an aid in constructing or revising managemasnt development
curricula or proagrams. Ideally this model would provide a method of
arnalysis which wouled be useful in determining the procresses  or
techniqques for achievyr 9 different manaagement devel opment
ohjectives. In addition to the presentation of this aeneric model,
the report aleo includes a discussion of organizational factoars

found  to impact unon the sucoe

of the management devel opment

The final obaioctive of the current effort was to esamine the

implications of the research findinags for the management develoranent
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programns at DEMC. While the scope of the cuwrent contract affort
did not include the formulation of specific recommendations. the
report discusses various options available for revision of the
management development curriculum of DSMO and organizational factors
likely to influence the success of various options.,

The information reguired togchieve these cobiectives was
callected through a number of research methodologies. Data
concerning the training environment and hasic management development
needs relevant to DEMC were obtained from examination of written
documents and reports prepared by or for DSMC including the program
manager job analysis flow chart prepared by ATI and the DSMC 84
report completed in 1982, interviews with DSMC faculty and
administrators, and discussions with individuals who have completed
courses at DEMC, Information on the state-of-the-art of management
development in government agencies and industrv was collected
through review of published literature, surveys, telephone
interviews, and on—-site visits to several organizations conducting

innovative management development programs.

Management in The B0s

Before one begins an examination of the changes coouwrring in
management development programs throughout the LUnited States. it
will be usetul to briefly examine some of the factors which are
related to the perception that manvy of our organizations face a
management crisis. The factors responsible for this crisis
(regardless of whether it is real or only perceived) are plaving a

major role inm determining the direction and the nature of the
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revisions being made in manvy management development programs. At
least some of these issues will be encountered by any organization
attempting to improve its management development process reqardless
of whether the organization is a private corporation, a aovernment
agency, or part of the defense community.

There are four major issues which are freguently mentioned in
the literature addressing the challenges facing management
development professionals in the 1980s. Economic factors are
providing a major impetus for changing management development
programs. The economic problems faced by our country since the mid
seventies have led to a growing concern about UW.E. industrial
productivity while at the same time resulting in substantial budget
cuts for many programs in both industry and government. As.a
result, both line managers and management development professionals
in industry and government have found their budgets under much
closer scrutiny with an accompanyving increase in efforts to
strengthen managerial accountabilitv for funds spent and costs
incurred. In response to this changing orientation, and to justifv
investment in training, the emphasis in management development
programs appears to be shifting fraom that of providing personal
development opportunities for managers, to focusing on "performance
based" or "results oriented" programs (Livingston, 1983).

A second set of factors which has influenced recent
developments in management training are largely social in natuwre.
While concern with industrial productivity has grown., so has concern
over the "quality of work life" of the American worker (Nord, 1977:
Wiggins % Stead, 1976). This co cern combined with a changing value

system among the American v or. force has created numerous problems
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in providing managers with the knowledge and skills needed to
motivate subordinates and develop effective work groups. Recent
interests in what mav be broadlv labeled as "Japanese Management"
stvles and BQuality Circles represents one reaction to thece
problems.

Changes in the nature of worldwide ecomonics and politics is

Bl

third set of factors influencing the management development area.

This impact is one which is likely to remain long after the passing
of the current "faddish" interest in the management techniques used
\

by Japanese corporations which reportedly give them a competitive

edge in industrial productivity. Of greater importence is the

PR

growing awareness that the role of the United States in the waorld

economy and political scene is changing. The 2volution of manv

NI

developing countries into a Third World ceoalition with substantial :
k.
political and economic clout due to control over numerous raw R
L
‘1
materials meeded by industrial nations is changing the very nature K
of international management. These changes combined with a greater -

awareness of the 'interdependencies among national economies has

spawned a growing interest in developing managers with a sensitivity

to international issues and a decision making perepective which

incorporates a truly "global" consciousness (Heller, 19203 Rehfus

B

1782).

The final set of factors which is beginning to shape the current

o state-of~the-art in management development is the rapidly increasing

o . .

- pace of technological change and what is often called the

LF "information esplosion”. Technoleogical revolutions in the areas of
L

- microcomputer technology and communications are changing the verw

- rnature of the information environment in which marnagers make

2




Fage &
decisions. Tt 15 clear that the decision making process takes
place in an environment in which manaqers have increasinng amounts of -
data but less time in which to process the data (Ackoff., 19720, K
Furthermore, these decisions are made in a context of increasing i
instability which produces greater conditions of uncertainty than :
those faced bv mamnagers of the past (Ackoff, 1972).,
Al of the factors outlined above point to the fact that
managers today are facing a number of challenges which will -
intensify in the future. Increasing rates of change combined with '
greater interdependencies among the worlds’ political. ecocnomic., and
social subsvstems will substantially increase the complexity :
-4
involved in the management of organizational svstems of the future. i
Regardless of the unigue mission or objectives of a particular tvpe N
of organization, its managers will face manyvy challenges related to i
-

one or more of the factors outlined above. For this reason. X
infaormation concerning advancements in the state—of-the—art of f
management development in industrv has significant implications for :
efforts to improve managerial effectiveness in government and E
military agencies. Thiz will he particularv true for manaaers ;
working in the area of acquiszitions management which represents a :
major interface between the militarv, industrial, and governmental -

5 systems within ow countrv.
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Two Models of Management Development 3

4

As one examines the literatuwre published on the topic of -

> 4

b e
management development he is immediately struck hv the vast - 1

-1
diversity of interventions, techniques, programs., etc. which are k
used in attempts to improve the effectiveness and efficiency of :

'R

-

]
managers and executives. Efforts to evaluate the effectiveness of )
management development in the United States are hampered, at least @
in part, by the lack of some conceptual perspective or frameworh Q

'

"
from which to examine this diverse body of programs or technigues. .
While there have been some previous efforts to develop such a
conceptual framework (Farry % Robinson, 1979). these frameworhks

have never been fully developed nor have thev had a significant
impact in providing order to the chaotic body of literature on
management development published in the jownals. The present
author found that the task of evaluatinag the state-of-the-art in
management development was agreatly simplified after he developed the

conceptual framework presented in this section of the report. The

; framework is based in part on the work of FParry and Robinson but

b: was primarily a direct result of the review of literature published

E; on management developmant combined with the results of a survev of

[? 17 public sector executive development programs which was conducted

-

E, by a research team at the Central Intelligence Agencv. ‘
3 :
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The bottom line of the conceptual frameworbk developed bv this

| TP

author is that one can distinguish between two majior models or

i

approaches to management development. These two models differ in
terms of the philosophies underlving the approaches. the general -
training environment and objectives for which they are appropriate,

the learning methods or technigques which they incorporate, the

Y N T

outcomes which can be expected from their use. and the limitations

| OFSR

irherent in each approach. The two approaches are labeled as the

e

mariagement education approach and the management development svystem

Sd

approach. These two approaches actually represent two ends of a
continuum with most programs falling somewhere in between the two
pure forms described below. Furthermore, the guality of the actual
implementation of either the management education type of progaram or
a management development svstem can vary dramatically from one -

organization to another.
THE MANAGEMENT EDUCATION MODEL >

The management education approach to management development 1

actually has a relatively short historv. It has gained in

popularity since the 19460 and probably owes at least part of its

rapid growth to the seemingly universal accepntance of the idea that

é‘ graduates from MBA programs were inherentlv better manaaers than

—
L_ rnon—-MBA araduates. If MEBAS ware a qood thing. and since it was not
El feasible to send all managers to MBA programs. many campanies sought @
E; ways to do the next best thing —-— to develop or purchase manaaement

development programs covering the tvpes of topics or using the

technigues used in existing MRA programs. Often these manacement
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education preograms represent abbreviated versions of an MBA program

| SR

which has heen tailored somewhat to mest the needs of a particul ar

{
-
{

tvpe of industrv or oraganization. Not suprisingly many of these
programs are located at or sponsored bv universities such as
Harvard, MIT, George Washington University, or American University.
These university based programs are often labeled as advanced
management or executive develoapment programs and some such as the
pragrams at American Universitvy and University of Saouthern
California grant graduate degrees after completion of the program.

Variants of the management education model programs exist in
many other settings, however. The federal government sponsors a
number of interagency management development proagrams which fall
into this catagory such as the Federal Executive Institute (FEID).
Marny larger corporations have also established internal management
development programs which follow the management education
appraoach. Starcevich and Svkes (1982) review a number of these
programs.,

For those organizations which are not large epouagh to support

an internal management development institute or for those

arganizations who wish to cover only a few selected courses or

topics. there have evolved a larage number of consultinag firms

markaeting a wide varietv of seminars and progqrams. Theze "off the

N ]

Y WEDNE VYR

shelf" packages show a considerable dearee of variance in lenqgth.

i

T

content, and gquality but many of them show a stronag resemblence to K

-I

short couwses or weekend seminars sponsored bv buginess departments K

s of many universities. )
». =
P R}

Regardless of the location or oriain of these education tvpe of

programs, manv of them share a number of similarities. ‘
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Chéracteristics

Frograms which fall into the management education catagory tend
to have fairly vague or very ageneral objectives. Usually these
objectives are stated in terms of broadening participants?®
perspectives or exposing them to new viewpoints so as to provide
them with a more enlightened framework from which to view their role
in their respective organizations. The curriculum in the proarams
tend to be fairly generalized and touch upon topices such as policy
formation, decision making, strategic planning, and other areas
commonly recognized as generic management and executive level
comnpetency needs. The programs often seem to be a means of
introducing or even indoctrinating managers into a particular svstem
or philosophyvy of management. The primary abjective of most of the
courses is to transfer information from the recoanized expert
teaching the class to the participants. The proagrams often have a
set sequence of courses which all participants take but some of the

programs such as FEI have a core proaoram with "electives'" chosen by

the participants based upon their perceived needs.

Not suprisingly,., these aducation programs focus primarilyv on 4

cognitive aspects of development without emphasis on skill
develaopment, Often there is relativelv little formal evaluation of
the program participants® gains from the program. If any measures

other than qguestionnaires on how well the participants liked the

program are incoporated in the evaluation, the measures tend to he

paper and pencil examinations measuwring participants®™ absorption of

1
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Fage 11

the information imparted bv the course instructor.

Training Frogram Environment

The characteristics of the proarams described above largely
reflect the nature of the general context or enviromnment within
which these programs operate. The individualsz who develop and
administer these education type of programs usually have little i+
any input into the career development path of the participants in
the program. 0Often the only feedback that the participant®s manager
or sponsoring organization receives is an indication that the
pérticipant successfully completed the progqram as evidenced bv the
certificate or diploma awarded at the end of the program. The
administrators of these proqrams often have relatively little
control over who attends the programs. While there is usually some
reguirement as to the level of experience or grade of the manaager or

vecutive who is qualified to attend. many exceptions are made.
Furthermore, reqardless of whether the programs are located at
universities, interagency centers, or internal development and
training institutes within a particular organization the programs?
axistence depend upon the number of participants thev zerve and thus
thers iE some pressure to market the programs and recruit
participants.

ARother example of the relative independence of these
management education programs from career development or progression
is the fact that many of the participants do not attend the preogram
as preparation for a particular target assignment. After

araduation the participants often return to or remain in the same
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position, although there mav be a salarvy increase upon completion of
the program. For this reason, these proagrams are often looked upom
as a source of personal development for the individual m;naqer.

Another critical factor influencing the general nature of these
programs is that they often tend to service a fairly diverse
clientele. That is, the university programs tend to attract
participants from a variety of industries and organizations. the
interaqgency federal programs service a varietv of agencies. and the
internal industrial programs at the corporate level depend upon
participants from a number of different divisions who perform in &a
wide variety of managerial positions. The major implication of this
is that the education tvpe of proarams must serve a very

heterogeneous group of participants.

Instructional Methods

The instructional methods or learning experiences of
participants in management education type of programs resemble
those of traditional academic courses. These methods are primarily
passive means of information transfar. Most frequently the
instructional method is some form of lecture and class discussion.
Case studies are often used and the proaram may also include at
least one field trip to a relevant organization or governmental
agency or representative. Manv of these programs use a varietv of
gquest speakers who are nationally recognized experts in their area.
These speakers usually particpate in the program bv delivering a
single lecture and/or discussing their area of expertise in a sinole

seminar session. Students in some programs are expected to
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participate in the education of other participants by makina a
presentation on a topic they research or in their own area of
apacialization. The most active learning experience in this tvpe

of program and one which is used only infrequently is participation

in some form of a business game or business simulation.

Frobable Qutcomes and/or Advantages

Given the nature of management education tvpe of proaorams and
the instructional methods used in this approach, one can expect
certaiﬁ outcomes to occur. Farticipants in the programs are
likely to aguire a large amount of new information. This
information mav be of a technical nature or it mav he information
which serves as an orientation to a new philosophy or svstem of
management. OFften managers develop a better general understanding
of the role of a manager or executive at their level in an
organization. If the group of participants in the program is fairlwv
heterogeneous, managers are likely to be ewposed to a varietv of new
viewpoints which mav allow them to view the organizational problems
thev encounter on the job from a new perspective.

There can also be a number of advantaages related to caost and
convenience of these programs. While in-residence advanced
management and executive development proagrams at universities such
as Harvard or MIT are very expensive and reqguire removing the
manager from his o her position for the lenath of the proaram,
there are often local., part-time programs available at reasonabhle

prices. Furthermore, other than the time of the participant and
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cost of tuition and related expenses, education tvpe programs
require little additional commitment of organizational resources.
Most importantly, they require little commitment nof time and effort
from upper level line managers because they are administered by

staff personnel or individuals external to the organization.

Limitations

There are a number of negative ocutcomes which may be viewed as
limitations which are also fairly characteristic of management
education tvpe of programs. Many of these limitations are directlv
related to the fact that the educational programs are not integrated
into the career development system of the organization and are
administered by individuals external to the oraganization with little
or no direct involvement of line manaqgers in the process.

These two factors and other characteristics of management
education type of programs lead to the following limitations.
First, the managers’® atiendance or participation in the proaram is
not likely to coincide with the time at which he reallv needs the
information. I¥ he attends the program too early he will not
understand the information or appreciate its usefulness while he
will often be bored if he participates in the program too late in
his career.

Second, it is usually assumed to be the responsibility of the
individual manager to make the decision as to which information

presented in the program is relevant to his particular organization.
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This task is complicated by the fact that the information is often
presented at a fairly general and theoretical level which camn not be
directly applied to the job. In a number of programs which
incorporate case studies this problem is reduced and participants
learn how the information presented is related to common
organizational problems. Unfortunately, given the highiv cognitive
nature of the instructional methods used in these programs there is
usually little or no development of the actual skills required to
apply the new information effectively. FParticipants often have
little or no opportunity to try out their new ideas in a structured
learning environment. For example, many of these programs address
the issue of decision making and decision analvsis. In these
courses the managers are often exposed to technical information on
calculating cost/benefit ratios. calculating risk., the use of
decision making models and decision support systems, and perhaps
Vroom and Yetton®s (1973) theorv of how to choose different decision
making stratagies. However, the managers are unlikely to develop or
practice the communication skills and information gathering skills
which are prerequisites for making and implementing effective
decisions in actual oraganizations.

An additional problem is that managers are not likelv to
receive any direct feedback concernina their own strenaths and
weaknesses as a decision maker. The lack of anv assessment of
participants which would provide insiaht into their individual
strengths and weaknesses as a manager is another limitation of most
aducation type of programs. Finally, there is often little
follow-up or recommendations for continuing development plans upon

completion of the program. The program is usuallv a one-shot time
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limited learning experience.

MANAGEMENT DEVELOFMENT SYSTEMS

It is more difficult to describe the nature of management
development systems than to describe management education proagams.
On the surface, this approach may seem like a throwback to an
on—the-job management development approach based on the old addage
of developing managers by bringing them up through the ranks.
However. this is definitely not the case. One individual
interviewaed by the author characterized the traditiomnal approach as
a "mushrcom model of management development. The basic philosophy
behind the mushroom approach is that if vou put entrvy level managers
in the "basement”" of the organization, kept them in the dark, and
dumped a lot of work an them, then the truly good managers would
mature and "grow". This haphazard approach places all

respoansibility for development on the individual manager. In

contrast to this, the management development svstems approach is
characterized by a high degree of plaﬁning to provide managers with
a variety of developmental experiences and reguires a substantial
degree of commitment and effort from line manaadement. This tvpe of
a management development approach is less common than the management

- education approach and should not be mistaken for the lack of anyv

effort to develop managers which is characteristic of a number of
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approach to management development in comparison to the hundreds of
studies on management education tvype of proarams. In the
literature, this approach is often referred to as "applied
management development" (Livingston, 1983) or "performance based" or
"competency based"”" management development. While some organizations
have used this tyvpe of approach for some time, it has received an
increasing amount of attention in the last five to seven vears.
Organizations using this approach do not have & management
development program so much as a management development system.
While it mayvy not be overtly labeled as such, effective
implementation of this approach requires a svystems perspective of
the organization and the management development process.

All of the management development systems reviewed by this
author were intérnally based and controled, althouagh interviews
revealed that many organizations made use of external consultants in
various phases of the development of their system. Most of thece
management development systems were located in corporations in the
private sector. While these management devel opment svstems are more
organizationally specific than management education programs, many

of them share a number of common characteristics.

Characteristics

Several characteristics seem to stand out when examining the
published descriptions of organizations using management development
svstems and when talking to human resource development professionals
inveolved in such svstems. First, these proarams seem to be verv

results oriented with a strong emphasis on developmental actions
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which will have direct impact on managerial performance and the
accomplishment of organizational goals. When describing the nature
of his organization’s management development svstem. one corporate
vice president stressed that management development was integrated
into the organization’™s strateqgic business plan and that
developmental activities for managers and executives were undertaken
as a means of accomplishing organizational qoals. Second, in
contrast to the cognitive. information transfervral orientation of
many management education programs., the main thrust of most
management development systems is in skill or competency development
with a focus on changing on—-the-job behavior of managers. Moraov;r.
while the objectives of manvy management education programs are
fairly general, the interventions and developmental assignments
which occur as part of a management development svstem are usually
made with a clear objective in mind and often serve the puwpose of
preparing the manager for a specific target position.

Regular and fairly frequent assessment of individual managers’
strengths and weaknesses 15 a key part of most management
devaelopment svstems. The technigques used for this assessment
process differ greatly from one organization to the next. These
technigues range from the use of assessment center approaches to
individual interviews and management by obiective perforimance
appraisal svstems. Regardless of the methods used, such individual
assessment lies at the heart of these management development
systems. A major part of this assessment process is increasing the
manager s self-awareness of his streng.hs and weaknesses. Rased
upon the results of this assessment process, individual development

plans (IDF) for each manager are developed and revised. These plans
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often include a longitudinal seguence of interventions which occocur
before or between planned work assignments. The nature of these
interventions varies greatly: however, the manager usually has
substantial input into the plan and, in keeping with the adult
learning model philosophy of many of these systems, has the primary
responsibility for completing much of the developmental activity..
Some but not all of the organizations wsing this svstems approach
make a concerted effort to identify top level management potential
at an early stage in the management development process.

fAfesessment centers are often used to accomplish this task.

Training Froaram Environment

It follows from the characteristics described above that
sevaral organizational factors must be present for such a management
developmnent svstem to operate effectively. The management
development process should be integrated within or at least related
to the organization’s career development svstem. The lack of any
manpowear planning svystem and career development plan severely
hampars the lonqitudinal planning required in an effective
managemaent development system. At the least, these management
development svystems seem to accur in organizations whose
organizational philosophy includes a strong commitment to career
development, Furthermore, a number of management development
professionals specifically stated in interviews that their efforts
to move toward a management development svstem were hlocked due to

a lack of commitment to career development on the part of upper
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level management in their organization.

Another important factor in the training environment of
organizations critical to the success of this tvpe of management
development approach is the establishment of a clear link between
management development and organizational objectives of upper
managemant. This is essential because irnternal management
development systems require a substantial investment of line

managers” time in developmental activities with subordinate

T PN PLITTCTTITE A B SIS -T T

managers. I¥ these activities are not linked to organizational

l

I}

rewards they are not likelyvy to be performed and the svstem will not

operate effectively.

TV O

It also appears that these systems are more likelv to appear in
organizations which are willing to invest resources into a needs
analysis process which examines organizational needs as well as

individual manangers”™ management development needs. This and the

U W VT u

other factors noted above would seem to indicate that the
organizational environment which facilitates the development of a
true management development system is one characterized by a

commitment to strategic, long term plamning both in terms of

' . ;
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business strategy and manpower planning.

Instructional Methods

The instructional methods used in management develapment
systems often include a much greater varietv of methods than those

of a pure management education program. However, it would he a
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mistake to presume that there is no overlap in instructional methods
batween the two approaches. Indeed, the individual management
development plans wsed by organizations with a management
development svstem may often include sending a particular manager to
individual management development courses, seminars., OF even a
university sponsored program. The difference is that these programs
are viewed as onlv one tool to be used in the management
development process and may not be used for all managers. As one
vice president in charge of a management development system stated
in an interview, "in ouwr system, the job is the primary vehicle for
development....the pragrammatic aspect of ouw svstem allows the
managers to structure learning which takes place on the job."

Receiving heavier emphasis than the instructional methods used'
in the management education approach are learning experiences such
as developmental job assignments and job rotation. Another
technigue uzed in some of these systems is the "shadowing" of role
models who are upper level managers. Managers who are being
prepared for movement to a higher level positien mav bhe assigned
2ither individually or aszs a small group of 2 or 3 to essentially
"shadow” or observe a manaager working in the role which thev will
s00n asssume. Usually a high degree of intesraction between the role
model and the observers is encouwaged. This technigue represents a
variation of behavior modeling technigues which have been found to
be very successful in the development of interpersomal skills in
lawar level supervisory training pragrams.

Some organizations also make use of assessment centers in their
developmental systems., When used in this manner, the information

obtained from the assessment center is used for developmental rather
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than selection purposes and is usually controlled by the
participants in the development program rather than upper level
management. The participant®™s supervisor or manager will receive
feaedback on the individual®s performance in the assessment center
only if the participant decides to share the information. The
primary use of the information is to help in the preparation of an
individual management development plan for the participant.

Qrganizations using the management development svstem approach
ar moving toward use of such a system also seem to make greater use
of complex simulations. Most of these simulations are not
computerized. They are highly interactive with managers often
working together in agroups similar to work teams that ococur
naturally in the normal work environment. When questioned about
thesze simulations in telephone interviews it appeared that manv
organizations had developed very specific simulations based upon
crritical incidents that had occurred within that organization.

Of greater importamnce than the variety of technigques used in
theze management development systems is the manner in which the
techniques are used. Interventions such as sending a manager to a
pérticular seminar or taking part in a simulation are usually
plamned so as to correspond to a point in that individual®s
development as a manager when the experience will ba meaningful and
the information gained or skills developed will be immediately

uszeful and reinforced.

Frobable Outcomes and/or Advantages

Given the differences batween the management development
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systems approach and the management education approach. it is not

surprising that the probable outcomes and advantages of the two j

an -

approaches differ dramaticallv. Given the objectives of the

Semata s

management development systems approach and the much greater

% VTP,

congruency between the learning experiences and actual job

perfaormance one would expect a greater change in on the job

adalat:ld

performance of managers trained using a systems approach. The

L

limited research evidence which exists and the opinion of those

.

PRIV INY PR

management development professionals involved in such systems tend
to confirm this. More important than this is that the behavioral

changes are also more likely to be directly linked to the

| + 4 RSP

accamplishment of organizational goals. Thus, a management

devalopment svetem is likelyv to produce a higher degree of skill

development in managers in areas of competence directly related to

the achievemaent of orqganizational objectives.
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Limitations

While the prabable ocutcomes of using a management development
svstems approach are highly desirable, there are a number of factors
which are likely to limit the use of such a svstem. First, it
should be realized that evidence has shown that the instructional
methods used in the education approach are probably a more efficient
and effective way to give managers factual, cognitive tvpes of
information (Carrnll, Faine, % Ivancevich, 1972) than on-the-job

developmental activities or complex simulations.
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A second limitation is that such & management development
system is very costly in terms of line managers®™ time which must be
devoted to developmental activities. Without a strong careser
development commitment from top level management the required
developmental activities will probably not take place.

A more serious problem exists which is inherent in any type of
development program which relies on organizational role models or
mentoring or tutoring tynes of activities. For this svstem to work,
therea must be an adequate supply of desirable upper level managers
whose behavior is worth modelina. This often requires that such a
manaqemeht development system must be implemented in a top—-down
fashion to insure success. Furthermore, it is possible that the end
result of the process will be essentially a cloning of the existing
status quo. This may or may not be desirable depending upon the
current effectiveness of those individuals® behavior and the
effectiveness of such behavior given changes in the organization’™s
environment in the future.

Tz avoid this problem and to provide an adeguate data base for
constructing longitudinal management develaopment plans consistent
with organizational goals, the organization must engage in long
range planning. Un%ortunately. the lack of lona range plamnning and
concentration on short term-profit are weaknesses in the prevailing
managerial philosophy which are responsible for many of the problems
faced by American organizations tpday. Long range planning is even
more difficult pow than in the past due to the rapid rate of
technological change. Some change in this organizational
philosophy is probably a prerequisite for successful implementation

af a true management development svstem.
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The two management development approaches described in the ;
previous chapter represent ideal or generalized examples of Fj
management development programs. The discussion in that chapter g
provides a framewor) from which to examine management development 'é
but does not answer the guestion of, '"What is the current ﬁ

state—of—-the—-art in management development?" To provide the answer
to this question, the present researchers relied on information from
four different sources. These data sources and description of the
data collection techniques used for each information source are

outlined in the following section.

RESEARCH METHODOLOGY

Literature Search

The first souwrce of information used in assessing the current

i

y
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state-of~the-art of management development in the United States was
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a computerized literature search of recent articles on the topic of
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management development published in business, training, personnel,

and other professional journals. This search identified more than
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300 articles on management development published since 1979. A copy
of this briefly annotated bibliographv was included as part of the
working papers delivered to the contract monitor as part of the
repart. The research team reviewed approximately 250-200 of the

articles from this list and other sources.

CIA Study

The second source of information was used primarily to assess
the current state—of-the—-art of Federal Government interagency
management developmeant programs and management education programs in
university settings. This information was made available by
researchers from the Central Intelligence Agency who conducted
extensive interviews and on—-site vigsits to 17 executive develapmént

programs in university settings and federal government agencies.

Survey

The third source of information used in assessing the current
astate-of-the-art in management development was the data collected on
a survey mailed to 210 corporations. Most of these were listed by
FORTUNE as among the top 200 corporations in the United Stales in
1982. These surveys were sent to individuals within the
corporations who were members of professiconal trairning and
development organizations. The mailing list was constructed to
include only those individuals who were clearly invaolved in the
management development process. Theze individuals ococupied
corporate level positions with titles zuch as Corporate Director of
Mar agement Development, Vice Fresident of Human Resowrces. Manaager

of Management Development, etc. A copy of the swwvey s included in

s 1 PP I P A 1P T VR WP W UL DAY WG I Aeg S S/ WSTC U TR Sf T W YR WP W VN VU P I G Gy Wi P

: 1
E
;
!
=

; .
-
o e mem’ala a

i
i
-




T

f

e sy
.

¥ T

AL I
K ot
\ PR

S
s

Y
LI

Fane 28

Appendi:: A of the Report. FResponses were received from 41 of the

.

organirations with 77 usable questionnaires beinag returned for a

resnonss ratas of approcaimataly 12 paercent. This response rate ig
fFartrly topaamal of survevs conducted with this type of sample

(Diaman, 1980,

Interviews and Sile Yisits
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"

The fourth and fimnal souwrce of information came from in-depth

di ).

telaphone interviews with individuals administerinag management

development praograms 1in 16 orqanizations as well as on—-site visits
Lo three oraanizations involved in very innovative or unigue 4
managaement development efforts. The telephone interviews averaged a #

little more than one hour each and provided a means of gathering k

additional data on a number of programs represented in the survey
results and from several new organizations not included in the
SUrvey. The on-site visits were made to The Center For Creative
Leadership, The Army Research Institute, and Morrison Enudson
Company. Each of these visits involved approximately & hours of
data collection through interviews or discussion with various people

involved in management development projiscts or programs within the

organizations.

MANAGEMENT EDUCATION IN THE UNIVERSITY AND INTERAGENCY ENVIRONMENT

.

ﬁi The data collected by the CIA research team provide striking

b

b; evidence that existing training programs in uwniversity settings and
p

gl

g; interagency programs of the federal government adhere closelv to the
" management education approach to management development. It should
&
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he noted. however, that several programs examined by the CIA
research team did not adhere to this manaagement education approach.
These were the 10 month full-time program of the Industrial College
of the Armed Forces at the National Defense lUniversity and the
internallyv controlled executive development svstems of the General
Accounting Office, the National Security Agency, and the Internal
Revenue Service. These internmal agency programs clearly reflected
the manapgement development systems approach to management

deval opment.

Excluding these fouwr internallyv controlled programs, the
remainihg programs were quite similar with regard to a number of
characteristics. As noted bv Jan Smith (1987, one of the CIA
research team members, the programs tended to have fairly general
obhjectives and seldom attempted to formally evaluate the progress of
the participants in the programs. The primary focus of most of
these programs is to provide an educational experience which would
aid in the perz2onal development of participants.

The programs also were very similar in that they used
relatively foew techniques or processes in achieving their
objectives. Most programs relied on the use of at most fow or five
traditional processes such as lecture, class discussion, case
studies, quest speakers, assigned readings. class presentations by
participants, or field trips. Many of the agencies sending
evecutives to these educational programs also made use of
devaelopmental assignments and other on-the-job development
technigques such as formal or informal mentoring systems. However .,
the actual education programs reviewed by the research team seemed

to be only marginally coordinated with these on-the-job learning
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expaeriences. They provided almost no feedback to the agencies of
the participants regarding their managers® performance in the
program.

Even though the programs had a number of similar cbiectives and
used essentially the same instructional methods, they covered a wide
variety of topics or subjects in their curricula. The research team
identified over 25 different subject areas covered bv these
programs. On the averaage the education tvpe programs covered 11
different subject areas with a range from T to 22 different subject
areas addressed in the programs. There did not appear to be any
systematic effort to use different instructional technigues for
these different subjects. This may reflect the fact that all were
essentially knowledae tvype of topics and many of the programs were
quite euplicit in making clear that the? made no attempt to develop
skills., only to increase knowledge.

One factor contributing to the wide range in the number of
topics covered in the programs is the difference in the lenagath and
attendance requirements. The programs surveved ranged from a & week
part—-time executive development program at Georage Washington
LUniversity to the 10 month full-time Foreign Service Institute
program and the 20 month part-time preograms at American University
and the Universityv of Southern California (both of which grant
qraduate deagrees upon completion of the course woark). For programs
of comparable lenqth, there appeared to be little diffaerence in the
number of topics covered in the university and interagency programs.

It should be noted that the major difference betwesn the results
of the CIA study and the general model of the management education

approach presented in Chapter 2 is that most of the proarams
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surveved did allow a certain deqree of freedom in structuring ;
programs to meet the participants® needs. This is accomplished by j
the use of a core curriculum taken by all participants with j;
additional "elective" seminars or courses chosen by each individual.
This is the approach used by most of the university programs as well ;
as the Federal Executive Institute. It is the participants’
responsibilitv to make these decisions although thev are usually f
. provided with no formal means of making a needs assessment to

determine which of the courses or seminars might be most relevant
for their development. A notable exception to the general trend of
providing no formal means of assessing one’s needs can be found in
the programs at the Federal Executive Institute which are briefly

described below.

Federal Executive Institute

Aot

The Federal Executive Institute’s Senior Executive Education

Y i ZRCa o
e

Frogram has a structuwre which is similar to manv of the other

AL
)

education tvpe programs. The program is administered bv internal

faculty at the institute which is located in Charlottesville,

[P % S

B
JEACA AN WPIIAIAIAIrI

Yirginia. The program also makes use of faculty from the nearbv

University of Virginia. The objectives of the program are similar
to those of the other education type programs——— to improve
understanding of thé axecutive role, strengthen individual
capabilities, etc. The program is seven weeks in lenath and

requires full-time attendance.

POV ¢

The three major topic areas covered by the seminars and
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workshops in the program are (1) interpersonal and personal

« and

executive effectiveness, (D) management svstems and processes

(™ the environment of the federal executive (Murphy & Fal, 1979,
Thesy aress are addressed an seminears and workshopes whioh compri e

thoe madority of the program. Farticipants are allowed to select

particular seminars which they will attend while at FET.

The most unique azpect of the FET program i the process by

whitoeh learning takes place during the pe ooy am. The facully . FET

trave radectaed the teaditional education aodel of “expertae®

tr aonsmi Lhing information to "students" (Murphy & Fak. 1979 k). Thies
program 1s bhaseaed on an adult learning model which places a premium
on increased self-awareness and providing participants with the

oppoartunity for actively participating in the learning process.

Thi« ias reflected in the fact that a major function of the FET

{ program is to provide self-assessment opportunities for the
participants inclwding the opportunity to complete a nunher of
pevebhological inventories and receive extensive individoual feaedbaak

from trained professionals in this area, This self-assescment

information is used to help the participants structure a course of
study while they are at FET. The information is aleo wsed to
nrovide insight into setting goals for futuwre development afler

leaving FEIL.
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The adult learning model is also reflected in the
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instructional methods ased at FET.  The minars and wor  hops

inerenorate more of & class disoussion o open foruam o model theen o a

L an aa un ME e se

Jescbture Format . Forthermorae, the proagram includes a serios of

gt por s which ar e condacted by the participanta wheo chare thear
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program. The program also makes use of learning teams which are
small groups of participants who meet regularly to discuss coursze
material and provide feedback to each other concerning progress
toward goals.

The program at FEI illustrates that it is possible to
incorporate some of the principles of a management development
systems approach to development into a program which is basically
educational in structuwre. However, it should be noted that the
program does not attempt to provide development in specific skill
areass rather, its primary aim is to increase self-awareness of
one’s own strengths and weaknesses. It is left to the individual
participant to make the translation of learning at FEI to change in
performance on—the-job. This is reflected in the fact that FEI has
made little if any attempt to incorporate any of the instructional
methods such as simulations, behavinral modeling, etc. which have
been developed to aid in the development and transfer of skills to

be applied on the job.

MANAGEMENT DEVELOFMENT FROGRAMS IN INDUSTRY AND GOVERNMENT AGENCIES

The reader probably surmised from prior discussion that there
is a trend in industrvy of moving toward use of a management
development systems approach to management development. As Andrew
Daly, retired Manager of Management Development at IEM noted in a
recent article, "Management development shouldn™t be a "sometime

.

thing.® Nor should it be identified onlv as a program or
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school.....We should take steps to insure that the management
development function is an integral part of the business. It should
be an 2xtension of the top executive’s responsibility for the
effective management and succes=s of the business. There should be
an involvement in the planning of strategies. policies, and the
operations of the organization.” (Daly., 1980, p. 89).

This moveament away from primarily an education model is largely
due to the recognition of the many limitations of this tvype of
approach which were noted in Chapter Z. A numnber of professicnals
involved in the management development discipline have published
articles highly critical of the education approach. For example. in
an article appearing in the May 3, 1982 issue of FORTUNE, Harold
Leavitt of Stanford University is quoted as saving "There’ s no
evidence that management education works-—any more than there is
that anv education works" (Main, 1982, p.248). As Jeremy Main,
author of the FORTUNE article notes, however. "RBut the business
world certainly seems to think it works. Manv corporations have
elaborate internal praograms Fmr‘the upbringing of their executives.
IBM and Control Data reguire managers to take at least 40 hours of
training a vear, either in internal or external programs.. Xerox has
a four tier program, begimning with a couwrse in fundamentals of
managemant and going on through a one weesek annual seminar for the
company”s top 250 people. Such commitment 18 convinacing. even
though much of management education still seems a crapshoot.”

(Main, 1982, p.248). Even more critical than Main, J. Sterling
Livingston directly attacks the over-reliance on the use of
managemant education programs for management developmnent

.ivingston, 1982). Commenting on management education programs,
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Livingston notes that "the acquisition of knowledge is not encuagh,
if vou don’t have the skills of application to follow throuah on
what vou've learned." (Livingston, 1983, p. 14). Livingston claims
that most of the management education programs in university
settings have failed to develop competent managers. In discussing
the reasons for this failuwre Livingston notes that, "many critical
managerial skills were not taught in management education proarams.
They were laft to be learmad on the job, where few managers ever
mastered them because no one tauaht them how. The failure was also
because what took place in the classroom often iﬁhihited astudents’
abbility to learn from experience. They were too often taught
theories of management that could not be applied su;cessfully in
practice...” (p.1&6). The direction in which Livingston thinks
maragement developmant must move is toward what he labels "applied
management development”. This applied management develapment
approach would include "an accelarating shift from generalized
development to practical and specitic applied training. And it
means a radical departuwre from centralized training centers bo a new
array of communication links which can service people in scattered
locations throughout the countryv.e..." (p.148=-17).

Fullker 1982) notes that the factors present in *odav™s rapidly
changing world also call for a radical change in the management
development process in the public sector of societv. In commentinog
on the article written by Fulker and other articles in a series
appearing in THE BUREAUCRAT. editor Leonard B, Fouliot comments that
"esaOff~the-shelf seminars prolifically offered are primarily
gqeneric in nature and mav or may neot have anv relevance or

transferenpce for managers participating in such programs. This
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farum tends to confirm that management development programs should
address specific competence reqguirements to deal with contemporary
and changing technc}ogy and that the programs should be
custom—designed to really make a difference." (Fouliot, 1982, p.
Ty,

Even though there is no shortage of criticism directed at the
management education approach, this does not mean that corporations
and government agencies have stopped wusing programs sponsored by
universities or that internal programs wili na longer include a
areat deal of classroom instruction. Rather, there is a growing

trend toward integrating or coordinating this classroom instruction

with on—-the—job learning experiences. While some movement toward a

management development svstems approach is occcurring, the extent of
this movement is difficult to gauwge. As Fouliot noted

"..emanagemnant development is still evolutionary and ...there are

A
.

5till many gquestions concerning ideal programs.”" (p.30).

™~

The present author’®s experiences in completing this research

project confirm Fouliot®s assertion that mamnagement development

L -
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today is in a period of rapid change. Many of the individuals who

-
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Fr‘ u
g were interviewed by phone noted that the management development .
- -l
- program(s) in their organization had undergone radical changes in e
b the last 2 to 7 vears. A numbher of them noted that their programs -
re )
. ware currently being revised or were under study for futuwre '
z K
- revision. In addition several of the respondents on the survey C
- L
5. noted that they had limited evaluation evidence on their program -
P, =

because it was too new.

Fresentations made bv the senior staff memhers at the Center for
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Creative Leadership and discussionzs the author had with a number of
visitors to the center from major U.S. corporations reinforced the
view that the most accurate statement one can make concerning
management development is that it is in a state of change. Most of
the individuals from corporations who were at the center came with
hopes of getting help in revising their management development
system or program. Because management development programs in the
U.s. are in such a period of change, it is difficult to provide a
concise description of the state-of-the-—-art in management
development at this point in time. To label anv single program or
technique as representative of "the" state-of-the-art may be
misleading.

While there appears to be some difficulty in obtaining
consensus on the present state of the practice of management
development in the UW.8., there is a greater degree of consensus on
the direction in which it is ultimatelv headed. The manaqgement
development protfessionals interviewed ﬁy the present author were
unanimous in agreeing that organizations were moving in the
direction of planning and implementing integrated management
development svstems rather than comntinuing to invest resources in
piecemeal educational proarams and packages of questionable
relevance to actuwal on-the—-joh performance.

The remainder of this chapter will focus on evidence concerning
the extent to which industry and government have moved toward use of
state-of-the—-art management development svetems which provide a
planned sequence of developmental euperiences for managers. This
discussion will include information existing in published articles

and information drawn from the research efforts of the CIA and the
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present author. A number of exemplary programs will be discussed.
The discussion will then turn to the issue of whether or not
evidence esists to support the conclusion that these management
development systems are more successful in developing competent

managers than the less expensive management education programs.

EVIDENCE OF MOVEMENT TOWARD A SYSTEMS AFFROACH TO MANAGEMENT

DEVELOFMENT

In addition to the articles by individuale such as Sterling
Livingston which tell us what we should be doing in management

daevelopment, there have been a number of articlesz published in

recent vears which focus on issues and processes which are important

to the actual development and implementation of management

development systems rather than education type programs. A number
of these articles present or evaluate needs assessment technigues
which will allow management development programs to be tailored to

the needs of individual managers while achieving organizational

goals at the same time(Scott % Deadrick, 1982; Thomas % Siren, 1980;

Dppenheimer, 1982). Other articles focus on evaluation technigues

which mav allow assessment of changes in actual on-the-job behavior

and performance rather than relving on traditional measures of

wheather or not the trainees enjoved the program or thought it was

worthwhile (Digman, 1980; Clement % Aranda, 1982). There have also

been a number of articles published on the use of mentors, tutors,

and other on-—-the—job learning euperiences to aid in the management

development process (Woodlands Group, 19803 Klauss, 1981). Finally,
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the most recent discussions of newer instructional techniques
developed for use in the classroom environment focus on their
performance based objectives and emphasize that the techniques such
as simulations and behavioral modeling are designed to develop
specific job related skills, not teach theory or leadership style
{(Olivas % Newstrom, 1#81; Reigel, 1982).

While all of these articles provide evidence of the chanaging
natuwre of the managema2nt development area, there are relatively few
published reports on existing programs which have actually
implemented these state-of-the—art ideas. The literature search
produced only three articles describing existing programs which
appeared to implement these state-of-the—art ideas (Nichels %
Hudson, 1981: Langdon, 19823 Electric World, 1983). Two Q# these
programs, one developed by the consumer products division of 8.C.
Johnson, Inc. (Johnson Wax) and the other developed by Morrison
Fnudson Co., will be described in some detail later in this
chapter.

Before discussing specific programs, however, it will be useful
to examine some qgeneral information cbtained from the survey of
management development programs in some of the top corporations in
the United States. This information will provide a background

against which to view the individual programs to be discussed later.

RESULTS OF THE MANAGEMENT DEVELOFMENT SURVEY

The survey used in the present study was constructed to provide

answers to five bhasic questions. These questions were:.
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1. What informational topics and management skills
are addressed in the programs?

2. What instructional methods and management
development processes are used in the management
development programs?

Z. What methods have the directors of these
management development programs found to be effective
in developing particular management skills or
knowl edae areas?

4. What organizational factors enhance or hamper
the success of these management development programs?

5. How do these organizations evaluate their

management development programs and what evidence do
they have that their programs are successful?

The Organizations

The Z7 organizations which returned usable survevs
represented a wide variety of organizations including manufacturing
companies, major 0il companies. utility companies, service
industries, and banking and financial institutions. The management
development programs described in the survevs varied considerably in
terms of the number of managers involved in the program =ach vear
with a range from 24 to 12,000 managers a vear. The median number
af managers involved in management development programs in the
organizations in the sample was J00, Approximately 40% of the
organizations reported that more than half of the participants in
their management development program were engineers aor technical

specialists.

Topics and Techniques
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In surveving the literature to compile lists of postible j

management development topics and techniques to be included in the

questionnnaire used in the current research aeffort, the authors EE
identified 26 general topics and 20 different techniques. Table 1 j
and Table 2 present the list of management development informational ‘f
topics/skills and management development technigues included on the j
survey, These tables also summarize the percentages of respondents :

that address the various management development topics/skills and

VS YN

the percentages that use each of the management development

‘technigues or processes in their programs.

-+ § PR

On the average, each organization covered 13 of the management

o g -

devaelopment topic or skill areas using 14 various techniques or
proceszses in their development program. Eleven of the 26 topic i
areas were covered by more than 350% of the organizations. By far, -
the most universal topics were "soft" or human relations type of
skills such as leadership stvle, communication skills, team
building., participative management., and stress management. Other
commonly covered topics included decision makina, budgeting,
personnel‘administration, and career planning.

The topics or skills addressed by the majority of the

management development programs in industrv were quite different

AT, PPN NN

firom those addressed in the education tvpe programs in universitwv

A

settings and interagency programs surveved by the CIA researach

. or o

Sty e e :
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team. Although there was a high degree of overlap between the lists

of topics/skills used in the two research studies, the data indicate

that the areas of focus of the education tvpe programs and the

management development programs in industrv were quite different.
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Table 1

Respondents Addressing Each Informational Topic/Skill Area
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Percentage
Addressing

Topic/Skill Topic

1. Budgeting b1

2. Program/Product/Systems Development L6

3. Program/Product/Systems Evaluation Ly

4. Contract Management 26

5. Decision making Under Uncertainty 19

6. Decision Analysis 68

7. Multinational management 33

8. Cross-Cultural Training 39

9. Production Management 4T

10. Acquisition Process 14
11. Govermment Contracts/funding 11
12. Leadership style/skills 97
13. Communication skills 97
14. Oral presentation skills (briefings) 83
15. Team building 89
16. Personnel Administration 54
17. Participative management T5
18. Policy formulation process 36
19. Ethics 34
20. Lobbying Process 1y
21. Computerized MIS or DSS 43
22. Impact of office automation 31
23. Career Planning 8L
24, Stress management 80
25. Cost estimation 31
26. Business/Industrial logistics management 29
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Table 2

Respondents Using Each Instructional Method

Instructional Method

Develommental Job rotation or assignment
Mentoring or coaching system

Feedback from performance appraisal/MBO
Lecture

Class Discussion

. Non-computerized simulations/business games

Computerized simulations
Case study

Assigned readings
Tutoring

Role playing

Behavior modeling

Film or videotape presentation

Percentage
Using

Method

78
75
ok
8k
95
74
36
87
83
31
89
80

100

Videotaping of trainee performance for feedback 92

Class presentations by trainees

Guest speakers

Field trips

Self-paced written material

Self-paced computer-assisted instruction

Tailored individual developmental activities

83
78
L7
42
20
65
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The proagrams in industrv almost universally covered the
communication, leadership, and team building skills areas while less
than 30% of the education type programs addressed these practical
concerns. This is exactlv what one would expect given the cognitive
orientation of education praograms and the "results" or performance
based orientation expected in the management development programs in
industryv.

Analyvsis of the data on the technigues or processes used in the
management development process bv the private corporations revealed
some interesting findings. Fifteen of the 20 instructional
techniques or processes wére used bv more than.SOZ of the
organizations with & of them used by more than 8%% of the
organizations. The six methods which were present in almost all of

the management development proarams surveved were:

1. Film or videotape presentations
. Feedback from performance appraisals

Class discussion

4. Reole plaving
9. Videotaping of trainee performance for feedhack

b. Caze studies.

Approximately 75% or more of the programs also used the
following techniques: lecture, class presentations bv trainees,
assigned readings, quest speakers, behavior modeling. developmental
job rotations % assignments, a mentoring or coaching svstem., and

non-—-computerized simulations.
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The widespread use of class discussion, case studies, lecture.
assigned readings, and guest speakers in these programs was
anticipated and indicates that these proagrams still make use of
techniques commonly used in management education programs. Role
playing has traditiomally been uzed in teaching communication and
human relations skills in packages developed by consulting firms for
industry and thus it was expected that this technique would be
frequently employved in management development programs.

The fact that almost all of the management development programs
in industry used videotape techneology, not only as a means of
presenting material to participants but also as a means of recaording
their behavior and providing feedback to the managers. came as
somewhat of a surprise. The site visits and telephone interviews
revealed, however, that almost all of these corporations had very
sophisticated and well equipped audiovisuwal centers and manvy had
fully equipped telecommunicationzs centers capable of producing
broadcast gquality tapes. This use of videotape technology and the
very high percentage of arganizations using behavior modeling and
simulation techniques represent a radical departure from the twvpe of
techniques used in education tvpe management development proarams.
All of these techniques are related more to the development of
actual behavioral skills and thus provide further evidence of the
trend in management development programs to move away from an
education model.

Relatively few organizations currently used either
computerized simulations (36 or computer assisted instruction
(C20%Y in their management development programs. These percentaaes

are somewhat smaller than what may be anticipated given the
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relatively larqge number of articles published on these topics. The
telephone interviews revealed that a number of the organizations
were either studving the feasibilitv of developing computerizead
simulations or were in the process of developing such simulations.
The site visit to the Army Research Institute was to gather
information on such a management development simulation. The
discussions at ARI revealed that the development time for such a
computerized simulation was substantial and thus, it mav still be
some time before computerized simulations of a truly interactive
nature are widelv used in industrv.

Further evidence of a growing performance based orientation in
the manage%ent development programs in industrv was revealed in the
widespread use of various on—-the-job processes such as developmental
assignments, feedback from the performance appraisal system, and the

use of a mentoring or coaching system.

Recommendations of Techniques for Improving Effectiveness in

Different Informational Topic/8kill Areas

Ferhaps the most swrprising finding on the suwwvev came from
the zsection which asked the respondents to indicate the particular
techniques or processes thev would recommend for use in improaving
the effectiveness of managers in each of the 26 informational
topics/skill areas. The respondents were encouraged to list up to
three different technioues for each area. For 19 of the 26
topic/skill areas, the most frequently recommended technique for

addressing the area was the use of class discussion and lecture.
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The only aresas for which non-educational tvyvpe of technigues were
clearly preferred was in the leadership and communications skills
areas. 0Other technigues which were frequently recommended for many
of the topics were the use of case studies, guest speakers, role
plaving, con—the—job training. and non—-computerized simulations.
The data from this section of the surveyvy are summarized in Table 3.

The telephone interviews provided a partial eusplanation for
these findings. Many of the individuals interviewed noted that,
while the general orientation of their management development
2fforts was in skill development, theyv freguentlyv used lecturas and
class discussion as a means to prepare managers to benefit from
their worlk 2uperience. However, they were quick to peoint out that
much of the actual skill development had teo take place on-the—-job.
With the euception of the uszse of role plaving. behavior modeling
technigues, and simulations these management development
professionals expected to produce relatively little bebavioral
change using classroom instructional methods.

The telephone interviews also suggested that., when instructors
in the industrvy programs were using education tvpe methods such as
case studies, lecture, and class discussion, the content they cover
may differ substantially from that addressed in university proograms.,
Several of the individuals interviewed made unsolicited comments to
this effect. Thev noted that the caze studies and simulations used
in their seminars were based on actual critical incidents that
occurred in their organization and were phrased in the terminoloagyv
and cast in the same environment in which their managers normallv
operated. Several of the training directors also strezsed that the

seminars represented problem solving esercizes which focused on
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Table 3

S

Instructional Methods Most Frequently Recommended for Use in Addressing
each Informational Topic/Skill Area

Siven 4be experiences of your-organization, please
indicate which of the techniques/processes you would recosaend
for isproving the effectiveness of managers in each of the
inforaational topics/skill areas listed in Section B. Please

Iy P

Lottt

wite in the nusber(s) corresponding to the sost appropriate
techniqueis) in the space provided tor each topic, but do not
indicate sore than J techniques for any topiclskiil are.
Section A contains the list of technigues.
Key to Technique Code Numbers X

1. On-the-job-trainin

2, Lecture and class discussion .
3. Non-cosputerized sisulations/business gases

4. Cosputerized sisulations/business gases

2. ;.aln 'lt“‘im 3
. Role-playin .

7. Behavior aodeling A
8, Class presantations by trainees -
9. Guest speakers )
10, Selé-paced witten saterial g
11, Self-paced cosputer-sssisted instruction K

12. Other

Summary of Rec ommendationsl

SECTION D
Informational Topics/Skills Technigyes Inforsational Topics/Skills  Techniques -]
1. Budgetin 1. 2. 1o 15, Tean buildin 2.6 5. .
7, Prograsibrouct/Systess 3 3 s ¢ e 2 2 4
developpnt T - __ 16.Personnel adainistration e e e J
3. Progrul?udumsmns 276 T 5 -4
evaluation 2_ 1 5 17.Participative sanagesent </° [ 0 Y
4. Contract ssnagesent 2. 2. .21 10.Policy forsulation process 2_ 0. 2 ]
9. Decision-saking under 6 2 9 5
uncertainty 5.2 ! 19.Ethics (law) e 2 2.
6. Decision analysis 2_5 6 20.Lobbying process 2/9 5 8
7. Multinational sanagesent 9__2/5 __ 21,Computerized NIS or DSS 211 4 4
8. Cross-culturel training 2. 1/7 __9 22.lepact of office autosation 2 _ 9 11 ]
9. Production sanagesent 2_1 _ b 23.Career planning 2.5 6 ‘_I‘
10.Acquisition process (0.!.. c :
11 ebense apstems scuinition) 2. 9, 1/10/5 24.8tress sanagesent 2. 6T 3. 8
.Bovernsent contracts
funding 2_9_ 10 23.Cost estimation 2 1/10 4 .
- 26.Business/industrial logistics o
12.Leadership style/skills 6/7 2 _.5 sanagesent 2 1/k/9 10 i
13.Cosunication skills 6.2 _8 27.0ther . eee oee ]
34.0ral cosmunication skills i
(brietings) 6. 8. .2 »
1 7
Multiple numbers separated by a "/" indicate that the technique received K
an equal percentage of endorsements .
- ]
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technical information and the solving of actual preoblems rather than
the discussion of some theoretical framework or model.

The fact that management development programs in industrv are
epecifically tailored to one particular organization and often to a
particular division within that organization allows the trainers to
uwse traditional educational methods in their seminars to address
specific organizational issues and problems. This makes the
transfer of learning back to an—the-job behavior an sasier task for
the managers. FPerhaps the sost revealing sxample of this
aorientation was obtained in a telephone interview with the corporate
vice president of a major corporation which was establishing its own
advanced management institute. The individual stressed that all of
the cases usad bv instructors in the semipars would be tailored to
that organization and a computer simulation for aiding in the
devaelopment of finmancial management skills was being developed

apacifically for their organization. The organization intended to

make use of nationally recognized experts in a number of area

it

However, these experts would be used only after thevy agreed to work
with the organization to develop case studies and other materials
that made their presentations directly relevant to the executives in
the program. In contrasting this internal program to those existing
i the university setting the vice president noted that, "Sending
evecutives to extermnal Harvard and MIT programs is great for
developing the "Renalssance Man® but when thev retuwn to the real
job they can’t apply it."

It would appear that even when the proarams in industry use
what would appear to be an education approach to management

development, it differs considerably from the education tvpe
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programs found in university settings or interagency programs which
must z=erve managers from a varietv of corporations or federal
agencies. More important than this is the fact that these
educational seminars are much more closely coordinated with actual
on—the-job learning experiences and are often attended by managers
only after it has been established that they have a definite need
for learning the specific information or problem solving skills
addressed by the seminar in order to function effectively in their
present or fuﬁure position. This factor is likely to change the
meaningfulness of the content of the course and the motivation of
the individuals in the seminar as well. The job relevance of the
content of these seminars was one of the organizational factors
which many management development executives saw as critical to the

sucecess or fallure of their management development praograms.

Organizatinnal Factors Related To Frogram Success

The managemant development suwrvey examined the presence or
absence of 10 factors which might contribute to proaram success.
Data was alzo obtained on the evtent to which the presence or
absence of these factore had influenced the success of the proarams.
Table 4 provides a summary of the percentages of programs indicating
the presence or absence of each of these factors. Most of the
survey respondents indicated that their proarams had at least some
commitment from top management, that the program was relevant to
arganizational objectives, that trainees were given release time for
attending the program, and that a training needs apalvsis had been

conducted. It should be noted., however, that information collected
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Table L

Respondents Reporting Presence of Organizational Factors which

Organizational Factor

. Commitment from top management

Release time for trainees attending
training programs

Reinforcement of new behaviors when
returning to Job

Relevance of program to organizational
objectives

Availability of organizational incentives
for participation in program

Long-term planning for career development

Integration of components of management
development program

Training needs analysis
Selection process for trainees

Individual tailoring of program

P P P S . G S

Contribute to Success of Management Development Programs

Percentage
Indicating

Factor

Present

o

95

97

78

97

5k
70

76
95
87
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in the telephone interviews indicated that the degree of commitment
from top management varied considerably among the organizations and -
that the quality or accuracy of the training meeds analvsis data 'ﬁ
available to the training directors was also variable.

The factors which were least likelvy toc be present in the
organizations were organizational incentives for participating in .1

the program and long term planning for career development.

The factors which were seen as having the greatest positive
impact on management development programs were cammitment from tap
management, the relevance of the program to organizationsl

objectives, the opportunity to tailor the program to individual

management development needs, release time for managers in the
program, the availability of needs analvsis data, and the
integration of different components of the management development ﬁ
program. The factors whose absence had the greatest neqative impact
on success of the program were commitment from top management,
relevance of the program to organizational objectives, availability
of needs analvsis data, integration of the management development

program components, and reinforcement for behaviors learned in the

program once the manager returned to the job.
Further information on the potential importance of these

organizational factors for the success of managemsnt developmant

programs is presented in the sechtion of this chapter which compares

programse which have evidence of success with those which do not.

EXEMFLARY MANAGEMENT DEVELOFMENT SYSTEMS

To provide the reader with a more concrete view of the nature

i
E
o
5
3
A

1

K
R
g

{

i

IR 3

5
3
3
4
E
]
3
L
|
b
b
L




DR acs Sua )

ke

i A0 i

X ann o -~ T A AN Er I M AR B A/en aauh onh Suh Lt o St bl 2edime T B s B Bl M s B AR Aral Aotin Aveh Jman seae 3

Fage 4%

of these management develaopment programs, the next section of the
report will hriefly describe the specific management development
svstems or programs of fouwr organizations. These suamples were
chosen because they represent a variety of aorganizations (ane
faederal government agency, the sales division of a manufacturing
firm, a construction and engineering company, and a research and
consulting firm) and all represent various aspects of what miaght be
considered the state—of-the—-art in management development. The
contract monitor will be given more detailed information on all of
these programs as part of the supporting material presented with

this report.
Executive Development at IRS

As noted previously, the research findings from the CIA project
reveal that a number of federal agencies have developed intearnal
management development systems which obviously are moving away from
reliance on a pure education épproach to executive development.
These programs were centrally controled by internal boards and were
characterized by the uze of individual development plans which
integrated or coordinated developmental assignments and training
experiences into a clear career development strategv. The avecutive
development program at the Intermnal Revenue Service is an evcellent

vample of this svstems approach. This program is described in more
detail than the others because it is structured on a 6 month time
frame and has a high deqgree of ralevance for consideration in the
development of the new & month proaram for targeted program managers

now under consideration at DSMC.
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The executive development program at IRS has a long historv of
providing quality training for executive level managers. The
Executive Selection and Development (ES%D) Frogram is overseen by
the Executive Resources Board which is composed of the Deputy
Commissioner of the IRS and the T associate commissioners from the
agency. This board ﬁarfmrms both manpower planning and management
developmant functions. It is charged with the tashk of determining
the number of executive level vacancies to be filled during the next
vear, selecting candidates for these positions, and providing them
with the developmental experiences required to make the transition
from manager of a functional specialty to the position of a
multifunctional executive.

The development program itself is & months long, during which
timne the erecutive is basically under the contrecl of the Executive
Resources Roard (ERBE). Approximately = months of this time is spent
in the classroom with the remaining time spent in developmental
field activitieé and research praojects. A critical part of the IRS
program is the formulation of amn Individual Development Flan (IDF)
for each of the participants. QMnce an individual has been selected
by the ERE he receives a package of preliminarv readinags and a
galf-directed package to instruct the participant in how to beqgin
planning the IDF., The participant drafts his IDP following the
package quidelines and his self-assessment of his managament
development needs. This draft is then reviewed by his supervisor
and revisions are made. The IDF is then reviewed by members of the
training staff during the orientation session which marks Jhe

beginning of the & month training proaram and is then finallv
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submitted to the ERR for revision and/or approval. The IDF outlines
the candidate’s developmental needs and describes the activities
which the individual will perform to fulfill these needs during the
individual devélupment time scheduled during the & month development
program. During the program, each participant is assigned a coach
who is one of the 10 IRS assistant commissioners. At scheduled
points during the program, the coach and the participant review the
IDF and evaluate the participant’s proagress and make necessarvy
revisions in the IDF.

The program begins with a 2 1/2 dav orientation session which is
then followed by either an 8 davy unit of classroom instruction on
tarx administration or a S day simulation training exercise. These
two segments of the program may be transpose. depending on the
scheduwle for that session but are alwavs the first two training
activities. The simulation is a time compression of activities
required to function as a district director (one level above the
target position which the graduates will occupv) and is fairlv labor
intensive witﬁ 21 staff individuals involved in the simulation.

After the simulation, the participants alternate between
periods of instruction in the classroom on technical and
administrative issues and spending time in various field placements
"shadowing" evecutives. This shadowing process is considered ta he
a behavior maodeling technique in which teams of two trainees are
assigned to observe and work with key manaoers within IRS for period
of A week. Each candidate shadows two different district managers
during the & month program. Other trips into the field are made in
small groups.

The participants are also euposed to two weeks of instruction
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on the impact of computerization and automation on the executive
role and receive hands on training in this area.

The participants have approximately one month of the program to
devote solelyvy to individual developmental activities outlined in
their IDF. Near the end of the program the candidates also work in
teams of 4 or S to complete a research project on an issue
confronting the IRS., The team prepares a paper and presents the
project to the ERER.

It is obvious that the IRS program represents a radical
departure from the pure management education model. The program is
a sequence of classroom and on-the—job learning experiences which
are carefully planned and coordinated. In addition, the program
allows a great deal of tailoring to the individual developmental
neeads of the participants and provides a structured means for
assessing needs and evaluating proaress in fulfilling these needs.
The participants work one—on—one with an assigned coach during the
program and the program itself depends heavily upon incumbent IRS
erecutives to provide most of the learning experiences. Varv little
of the program is devoted to lecture and case studies and instead.
classroom axperiences consist of simulations, rale plavina. problem
solving, and bhands on computer experience.

The IRS considers the program to be verv successful and
attributes much of this success to several kevy organizational
factors. First, the program has complete commitment from the upper
level executives in the agency and most of them are directly
involved in the program. Second. the program is directly linked to
mappower planning and the selection process. The three functions of

manpower planning, selection, and development are administered by
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the same board. Third., the proaram is tailored to the individual
while at the same time providing the participants with the skills
which allow the organization to achieve its objectives. In ather
wards, all of the developmental activities are directly relevant to
achievement of organizational goals. This greatly increases the
probability that the behavior developed in training will he
reinforced when the individual moves back to the actual job.
Finally, the agency is willing to commit substantial resources to
the program, both in terms of moneyv and executive time.

The one problem noted by individuals involved in the program is
related to one of its major strengths——-the heavy involvment of line
management. EBecause incumbent executives have all participated in
the program in the past and all function as instrﬁctcrs presentlv.
they have a tendencyvy to want to keep the program essentially the
same as it was when they participated. Thus, it is difficult to
make changes in the program when the environment in which IRS
functions changes. (Additional detail on the IRS program is
contained in supporting files presented to the contract monitor.)

The IRS program provides clear evidence of a movement toward a
systems approach to management development in the federal
govermnment. Indeecd., IRS mav be considered a trend setter in this
respect. The CIA research team also identified similar proarams in
edistence in other federal agencies such as GAOD and NSA. The
research also noted that many federal agencies make uwse of a formal
mentor or coaching svystem as part of their manangement development
process, It should be noted that all of these proarams were
developed internally and are controled by a sinqgle federal agency

rather than providing management development services to a variety
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The next two programs to be discussed are examples of ,J
T4
individuallyv tailored management development svstems existing in C

industry. Both programs depend wpon the assessment of management
development needs of individual managers; however,thaey use very

different processes to accomplish this task.

Individual Management Develaopment Froagram at Morrison—knudsen

Morrison—knudzen (M) is a large engineering and construction

firm which is involved in large scale program management on a

worldwide basis. The firm specializes in large program development

on multi-million dollar projects such as the desian and construction Ky

- of structures at the Hennedy Space Center. The company also
provides construction management services on large projects

P! involving thousands of workers and the coordination of the efforts té
- ]
1 of numaercous construction companies. The company has a strona need ]
E to provide a system of management development for engineers and ‘
pe other technical specialists who be2come proaram manaqgers on these ;<
large projects. Although the firm has a number of different )
divisions, the management development function is centralized and :
{

located at corporate headgquarters in Boise, Idaho. !%
' \

In 1979, the company beqgan the task of developina a management
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davaelopment proagram which would meet the company’s needs. The majour
goal of the progam was to provide results aoriented training which
would facilitate the development of actual management skills which
would transfer to the job and improve performance (Langdon, 19€2).
The program which evolved is the Individual Management Development
Froaram (IMDF) which is administered by the Learning Resource Center
at corporate headquarters.

The program 1 centered on the needs assessment process which
identifies the specific management development needs of individuals
participating in the program. Once the individual needs are
identified, a IMDF profile is constructed for the manpager to use in
ascheduling the appropriate training sessions. The needs aszessment
process 1s conducted using a behavioral competency hased needs
:ﬁﬁésament instrument. This instrument was developed hy a
conzulting firm and maodified for use in ME. A copy of this
inztrument and other material on the training program was obtained
during the site visit to ME and are available from the contract
moniter., The instrument is essentially a checklist of behaviaoral
statements which describe important behavioral competenciss rel ated
to successful nanagerial performance.

Farticipation in the management development program is

cuwrrently on a voluntary basis, althouvah & supervisor masw - e o

that one of his subordinate managers participate in bthe training
P Oagr am. Qrnce a participant is didentified. he eithar boeogins The
neads assessment process oF complates a seninar on bEhe fundamentals
of management.. The seminar is btaken bv 211 tndividoals with less
thamn one wvear of managerial exparience and its peimary purpoasae s ba

familiarize the individuals with the teroinolooy on bhe moeeds
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" assessment instrument. It is the responsibility of the individual J
" marnager- to conplete the nesds assessment process. This includes 3
‘ .
F‘ arranging for his supervisor or supervisorzs Lo rate him on the sane 1
. E
- needs asseszment instrument that he completas, In additiaon.,. he 13 N
- encouraged to have two or more subordinates complete the same forn. -
andf
At the end of this process., the Learning Resource Center has 1
information from at lesast three sources concerning the manager’™s
curiyraent strengths and weaknesses. -
. 4
The L=2arning Resource Center then completes an IMDF profile for f
the individual., This profile is actually a folder with check marks
indicating the areas in which the needs assesement indicated the ;
. . . H
manager could use training. These areas of training include those
marked by the manager’®s supervisor and subordinates as well as those .
marked by the manmager himself. The manager is not allowed to see N
ﬁ
the needs assessment forms completed by the other individuals .
A
although he is encouraged to discuss the outcome of the needs ]
assessment with his supervisor. "
19
The IMDF folder also contains a calender indicating when the R
Learning Resource Center is scheduling traininag sessions in each of ;
thirteen different areas. These areas represent approximately half -
of the possible need areas which could have been checked on the IMDF R
folder. It is the responsibility of the individual manager to make 1
arrangements to attend the appropriate seminars when thev are -
schedul ed. The training program is a modular type program with each 1
of the areas having its own module which is completed in a four hour -
<
seminar. The modules are not self-paced and all of the work is {

PP Y iodaandie P P i — L. PP P W PPN TP SN WAL Tl T 4

completed during the class time. In effect, the program iz tailored

to a group level with different modules heing covered on a rotatinag
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schedule. The seminars are conducted in groups of approdimatelvy 15. ]
The seminars use primarily lecture, class discussion, written

]
exercises, and role plaving instructional methods. The Learning

9
Resource Center has a very sophisticated video tape facility which -

. K
allows them to videotape trainees and use the tapes as a means of -~
=4

]

4

feedback.

The research team visited the MK Learning Resource Center and

met with its director and the individual who conducts the management

) 9
c 4

development seminars., The general impression gained in the
interviews was that the program is one which has a great deal of
paotential but is hampered by a number of organizational factors.

The factors which may limit the success of this program include a

limited commitment from upper management, the lack nf a career
planning svstem, problems with the organizational needs analvsis
data, and the lack of integration of the in-class training with
on—the—job developmental experiences. The lack of inteqratinn'

between the seminars and developmental work assignments is onlyv one

sign of the relative lack of involvement of line management in the

management development process. Line management had limited f
involvement in the development of the program and Joes not »
L
participate as instructors in any of the seminars. The management ;
¢
development program is essentiallv a product created by the Learning
Resource Center and they are in the position of trving to "market" ]
1
-1

the program to line management to recruit participants in the
proaram. The fact that management development is seen as the 1

responsibility of the training staff which has not attempted to

bt s oo ahd

integrate on-the~job developmental experiences as part of the IMDF

is the major variable this author sees as a potential limitation to
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the program’™s sUCCessS.
The Management Skills Development Frogram at Johnson Wax

The second management development program to be described is
one which more closely approximates a true management development
asvetem. This management development svstem was developed in éhe
consumer products division of §.C. Johnson, Inc. (Johnson Wax)
(Nicholes % Hudson, 1281). Like the program at MK, the management
development system at Johnson Wax is centered around a needs
assessment of the managers participating in the program. However,
the management development process at Jobhnson wWax is quite different
from that at ME. The most strilking difference is that the primary
responsibility for the management development process in Johnson Wax
is assumed by the line managers rather thanm the training division.
Not surprisingly, the management development syvstem relies heavily
on on—the~-job developmental activities supervised by line manaqgers.
Furthermore, in addition to using a written needs assessment
instrument, the Johnson Wax program uzses the assesesment center
procedure as an additional source of information in evaluating
management development needs of individuals participating in the
Proaram.

The assessment center process involves the evaluation of a
numbier of managerial skills through a varietv of exercises. These
exercises typically include performance on an in—basket simulation
type of task, oral presentations, participation in group discussion
exercises, and individual and/or group problem scolving exercises.

The individuals who participate in these exercises are observed by
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S "asgessors" who have been trained to focus on the participants? .
b-' M
-

Ja . . M
] behaviors and make accurate ratinags on a number of performance B
t(‘ dimensions. All of the participants are rated by multiple assessors A
- .
- who meet as a qroup and prepare a written report on the individuals’

o B M i

performance in the assesesment center. Thiz assessment technology

was engingered in industry by ATET and wntil recently was used

primarily as a selection device. Because of the focus on actual
behavioral dimensions and performance, a number of organizations B
have begun to incorporate the assessment center as part of their

management development system (Qlivas., 19803 Thornton % Bvyham, -

TN Y T

Johnson Wax had used the assessment center method as its

principal means of selecting sales personnel for promotion to

managerial positions for five vears before it developed a formal
management development program. While the company valued the data
obtained in the asseszsement center, it created a number of problems
since it was seen as a one—-shot attempt o qgain promotion to a
management position and was having a detrimental effect on the
motivation of individuals interested in moving from z=ales to
manacement., In an attempt to solve these problems the company’s

perasonnel and training departments worked with an outside consultant

—

to study the problem. The research team collected data from those

involved in conducting the assessment center., individuals who had

. . . ; -1
participated in an azsessment center., and general managers. The .
recommendations derived from this research effort led to the )
development of the companvy’s current management development svstem. )

=
It is important to note that the interventions involved In the 1
development and implementation of this program were very extensive
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?S and involved much more than the development of a tyvpical traainina

or development program. It began with the development of guidelines -
and a rating instrument to be used by field manaogesrs to identifv
subordinates who apneared to have management potential, The rating

instrument is essentially & behavioral competency tvype measure which

I.'." 4.4 4 4

results in scores on 11 skill areas which had been identified in an

garlier organizational analvsis and used in the asseszment center.

Aot e

Field managers are trained to use this instrument to ovaluate

aitdde

managerial candidates. The same managers are trained to counsel the

amplovees on career development and career planning. The
managemant development program is only one aspect of this career
developmant svstem. The field managers are also aiven manuals and

training to auide them in constructing individual management

development programs and planning and conducting developmental
axerciges and activities for management traine=s.

Once an individual has bheen identified by a district manager as

Maving the potential to complete the management development proagram
E{
and the aszessment center he meets with the district manaagsr in a 7
Y -
3 . ) . . . . . . -
Y proaran orientation session. During this session the district ~
X ]
" A

manager determines 1 F the individual is interested in moving into

the manaaenent arsa 2nid Jiscusses the management development process

PP WPUR

b Aandd ontorons o as g b able o the Individual.

3

4

3 Tz ko b participate in the manaogement development X
;'! -4
| program s owades by bhe candidate. If he chooses to participate he g
. 3
L iz enrclled an the proaram and mailed & management process bhook. 9
3 <
- 3

The bool 1z an introduoction tao the program. The district manaqer

Y \
¢ -
b also zchedules what is called a proaram reviaw with the
A

individual, During this session. the individual recesives fecdback

Y
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K
on the district manager™=z evaluation of his strenaths and wesknesses
and they discuss a general plan for developing the skill areas in .

which the individual needs improvement. At this point the district

manager qives the individual the skill development booklet for the

first skill area to be developed. The candidate reads through this
self-paced book and completes & number of activities before the next
session with the manager.

The following sessicons between the district manager and

DR |

candidate are called skill counseling sessions. After reading the
first book the candidate schedules the first skill counseling

session. At this meeting the district manager and candidate

formulate a specific development proaram for that skill area. This
plan includes self-paced assignments and an—-the-job development
activities. The plan also includes scheduled evaluation pericds to

monitor the candidate’s progress. This procedure is repeated in a

seauential manner for each skill area in which the candidate needs
impravemant . k

After working through developmental programs for all of the

<5

b ]
b . skill areas, the district manager holdzs an evaluation seszion with |
{

s 1
3 the candidate to review overall progress using various assessment A
'® 2

procedures, After this session. the candidate attends the

b1l

assessnent center (Management Skills Identification Center) to

avaluate his performance in the 11 skill areas. ffter this

T . ) , .
’ evaluation the candidate is recommended for movement into &
managemant position o counseled on a continuwing development ]
. B OQram. )
iy =
. It should be rnoted that this proaram is directed at development 3
of managers at the district sales manager level and the development 1
} Y
L @ =]
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process for higher level management positions is less formalized.
Within this particular management level., however, the prcocaram is
fully integrated with the career development svstem. Furthermore,
with the exception of the administration of the Management Skills
Identification Centers, the proaram is conducted on a one-to-—-one
basis by line managers on-the-job.

Telephone interviews with several individuals involved in the
administration of this management development system uniformly
reinforced thé view that management development is seen as the
responsibility of line management. Furthermore, all of the
individuals interviewed held the belief that on—-the-job
developmental activities were the most efficient means of producing
skill development.

The program is currently under study to reassess whether the
same 11 skill areas should he retained or if the program is in need
of revision., The individuals also stressed the fact that while the
program was very expensive to develop. the company considered it to
be successful and cost effective. On the other hand., when pressed
for spacifics on evaluation data these individuals indicated that
the data were primarily subjective, reaction type measures. One
aspect of the study of the program being conducted at the time of
the interviasws was to develop better evaluation measures to obtain
evidence of the success of the program. Qne indication of success
which was evident was the fact that the assessment centers are
conducted on almost a continuous basis and the manacgement
development staff were hard pressed to meet demands from the line
MANAQEKr S, This is a clear indication that at least the line

managers see the program as valuable.
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The differences between the Johnson Way and ME program are

Al

quite obvious. The integration with the career development svystem, -

the stress on aon—the—job development, and line management’s j

assumption of responsibility for management development all i

1

distinguish the Johnson Wax svstem. However, one should note that e

4

the Johnson Wax system was developed at great expense and invelved D

:f- interventions with existing mamagers to prepare them to participate "g
o ]
i' in the development of new managers. These actions required a 4
- X

‘.

: substantial commitment from upper management which mayvy not be E
1

present in most organizations. K

»

4

Center for Creative Leadership ?

.

v

s

The final example of a management develcopment program to be 1

J

examined in this section is very different from the first two. N

Actually, two programs will be discussed. EBoth of these management B

development efforts are programs developed at the Center For 3

Creative Leadership in Greensboro, North Carclina. The Center for

Creative lLeadership is a fairly unigue organization. The center
operates as a non—profit research and consulting firm supported by

the Smith—-Richardson Foundation. The primary objectives of the

center are to conduct research and promote development of creative

problem solving and leadership skills in all seagments of American

r;. Society.

i‘ Two of the center’s programs have attracted the attention of

?—' managemant development professionals in industry. These are the )
:‘ center’s leadership development program and the l.ooking Blass, Inc. 3
P !
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simulation. Looking Glass is a simulation of one dav in the

)
Lotseese o Lo .3

arganizational life of a glass manufacturing corporation. The

simulation is incorporated in a program called Workshop in

slg e

Organizational Action which is conducted at the center and is used

| ST

on an internal basis by industrv. Both of these proagrams are of

i

interest because they represent the state—-of-the—art in programs

O

developed by consulting firms. These proarams can be used as a

standard against which to judge other consulting packages.

Leadership Development Froagram

¥ VPRI O O S

[

When the leadership development program was first introduced

.

in 1272 it was 1& weeks long. The current program lasts & dave.

This dramatic change in length reflects a major chanae in philosophy

J314..

regarding the objectives which can he accomplished in such a

program. As stated by RBill Sternbeigh. a program associate at the

s
bt

center, the purpose of the curremnt program is to "begin an on—going

- process of self-directed personal change to become more successful
and productive in his/her work and personal life and become more

X effective in leading others to do the same". The program attempts
C to provide an opportunity for the individual to receive a great deal

T of feedback about their behavior in a non—-threatenina manper and to

provide them with enough knowledge and proper motivation to begin
]

changing. The goal of the 6 day program is to serve as a catalvst

to beain the chanae process.

" DAl Setat
P .
ca'aala aaand ko

(i & Shathid
]
1

The program covers a variety of content areas covered by
numerous ather consulting packaages. The most important feature of

the program is the process used in the program. The 6 day proaram

.

3
:
1

o | | ;
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incorporates manv of the latest performance—-based instructional
methods and begins and ends with links to actual on-the-job
behavior. Pefore attemnding the proaram, participants are sent a
pre—-attendance packaqge containing various self-report assessment
instruments as well as packages which are completed by their
subordinates and mailed directly to the Center for Creative
l.eadership. The information obtained from the subordinates is
incorporated in feedbacﬁ given to the participants during the 6 dav
i Ocram. In addition to the self-report surveys and subordinate
inftformation obtained on the participant. the first dav of the
session is devoted to a mini-assessment center to obtain additional
behavioral data. All of this information is svnthesized bv the
program administrators and used to provide feedback to increase
self-awareness of the participants and help them to set
developmental goals at the end of the program.

Much of the program is deveoted to working in groups on case
studiee. role plaving., and engaging in problem solving exercises.
Farticipants” behaviors are videotaped and plaved back as one form
of feedback. At the completion of each ewercise there is an
axtensive debriefing session to provide feedback to participants.
The last two davs of the proaram are devoted to receiving feedback
ard aoal setting for futwe development. In addition to a2 2 to =

hour individual session with a program associate. each participant

N A"‘A e 1;..,._;“;.% L mam __J

I TN

DO TN

receives feedback from one of his peers assianed to cbserve his B
hehavior during the program. i
The program associates keep a copy of the development qgoals ;
established by the participant. At appropriate intervals after the ﬁ

participant returns to the job, the program associate contacts the
A s b -~ P DU PR . P |
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individual to assess progress on the goals and provide advice if
problems arise. The center will also assist the individual in
contacting other individuals to establish a support agroup to aiu in
working on the developmental goals,.

Thus, it is clear that this proagram makes an attempt to link
the activities which occur during the program to behavior
on—-the-jab. These links are created through the use of information
obtained from actual subordinates of the manager during feedback
sessions and the aqoal setting and followup praocedures which occur at
the end of the program. These two procedures., in effect., allow the
program to be tailored to individual participants to improve its

relevance to actual on—-the-job performance.

l.ooking Glass Simulation

The Looking Glass simulation is one of the most sophisticated
arganizational simulations on the market todav. The simulation was
created over a three vear pericd at the Center For Creative
Leadership under contract with the U.S5. Mavv. The simulation has
been used by organizations such as ATYT., Monsanto, and Merrill
Lynch. The simulation is conducted at the center as part of its
Workshop in Organizational Action. However, most of the runs of the
simulation are conducted on—-site within a single organization bv one
of the consulting firms licensed to conduct the simulation or by
internal traimning personnel trained by the Center for Creative
Leadership. It must be stressed that the simulation is NOT a

complete training program. It is not designed to stand alone.
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Rather, it is used as a tool to accomplish a variety of purposes
depending upon the manner in which it is imbedded within a larger
management development proqgram. The Center For Creative l.eadership
stresses that the simulation should be used as a developmental tool
rather than as an assessment center selection or evaluation
instrument.

The simulation represents one day in the operation of a

mid-sized glass manufacturing corporation. The simulation contains

the roles of the top 20 managers in the carporation. The company i

it

divided into three divisions and has an organizational structure
similar to that found in many organizations of a comparable size.
The 20 managers participating in the simulation should represent a
heterogeneocus droup with respect to level of experience. For
maximum effectiveness, the center recommends that roles be assianed
commensurate with the managers® level of euperience.

Frior to beginning the simulation, the participants are aqiven
extensive background information on Looking Glass, Inc (the name of
the company in the simulation) as well as their own role in the
COMPANY . The recommended procedure is to hold a meeting the niabht
hefore the simulation in which participants meet each other, wear
badges identifving their role in Looking Glass., and brieflyv discuss
their backgrounds as well as the role they will assume in Looking
Glass.

On the morning of the simulation., each participant goes to his
office and has a desk complete with an in—-basket of information
pertaining to his role. The participants are aiven no direction in
running the companyvy and are left to deal with the problems in their

in~-basket as they see fit. The participantsg also have a phone with
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a directory listing the numbers of other members of Looking Glass.
During the é how simulation mail is picked-up and delivered several
timnes. Farticipants are allowed to write memos and call other
participants as thev deem necessarv. Space is provided such that
meetings can be held by groups of the participants. The participant
plaving the role of CEQ holds one major staff meeting of all
managers during the simulation.

The simulation was created to include appoximately 150
identifiable problems contained in the information given to the
participants. During the simulation, all phone calls., memos
written, meetings called., etc. are recorded and the participants”
hehavior is observed bv trained staff members. The participants
are given a minimum of structure and there is no interference by the
training staff once the simulation begins. If a participant so
desires, he can shut his office door and refuse to answer his phone.

The simulation is followed by approximatelv 10 hours of
debriefing and feedback sessions. It is during theze sessions that
the participants receive the information which is critical to
producing & change in behavior. These sessions must be conducted bv
a highly traimed individual who is capable of providinag constructive
feedback and aiding paticipants in dealing with anv anvietyvy or
strass produced by the feedback.

It should be obvious that the administrative support required
to conduct this very complex simulation is substantial. Space must
bhe provided for 20 offices and a meetina room. A telephone svetem
must be established which allows all calls to be recorded and a mail
system must be set up which allows prompt processinag of the mail and

accurate recording of the origin and destination of each memo. etc.
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Details for making all of these arranagements are provided in the
operations manual. In addition to these resources. it is
recommended that a minimum of five staff members be present when the
simulation is conducted.

The simulation provides a wide varietv of measures of behavior
including objective measures such as number of phone calls and memos
generated., problems dealt with: observers’® records on behavior of
participants; self-~report ratings on why cer’ ain actions were taksn.
feelings experienced, etc: and ratings on behaviar made by other
participants. As was stressed by Reiko Sakata. a program associate
at CCL, the successful use of the simulation depends upon the extent
to which the remainder of the training program has provided a focus
or direction for the simulation itsel+f. The approach used in the
debriefing will be in part determined bv the purpose for which the
simulation was run. The staff at CCL does recommend that
participants be given the opportunity to request specific tvpes of
feedback about their behavior before the simulation is run.
Arrangements can then be made teo make appropriate observations and
provide the participant with feedback on the desired dimensions.

The Center For Creative Leadership haz published preliminary
evaluation data indicating that the behavior shown in the simulatiam
is directly related to actual on-the-job hehavior displaved bv
participants, Thus, the feedback received by narticipants in the
simulation should have direct relevance to their manaosrial behavior
on—-the-job. Given the variety of wave and purposes for which the
simulation has been used., it is unclear how much behavioral chanae
occlrs as a direct result of the simulation, This quastion is

unlikely to be answered in any easy fashion since the simualation is
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simulation have provided very favorable ratinas on reaction tvpe
measwres. Qne orgamnization intends to run more than 1,000 manaqgers
through the simulation as part of their management development
pProcess.

One guestion which should be addressed is the issue of whether
the simulation can be tailored to a specific organization. The
Center for Creative Leadership will not allow the simulation to be
modified in any substantial manner. Thevy suanest that since it took
more than three vears to develop and refine the simulation that it
can not be easily modified due to its complexity. They also note
that the setting of a glass manufacturing corporation was chosen
deliberately to reduce the chances that managers in the zimulation
would be familiar with the technical details invelved in the
simulation. Staff members at CCL see the processes which take place
during the simulation as the most critical factor contributing to
development. They suggest that using a simulation in which managers
becone distracted bv technical detasils due to their familiarity with
a particular industrv reduces the effectiveness of the simulation.
This viewpoint obviouslv contradictz the views held by manv of the
management development professionals in industry who believe that a
simulation shouwld be tailored to a specific organization to achieve

messimum transfer of training back to the job.
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There iz very little doubt that the state-cof-the-art
management develcopment programs are moving in the direction of a
systems approach to development. However,the more important issue
is whether or not these programs which require a greater investment
of organizational resources are any more successful than traditional
education tvpe programs. Attempts to answer this guestion are
hampared by a lack of reliable data. Despite the fact that the
training and development business in the United States is a 30
billion dellar industry (ELECTRIC WORLD, May 1983), there is
relatively little attempt made to evaluate the effectiveness of this
training. This lack of evaluation is particularly true for
managem=nt development programs for which cobiective measures of
productivity or job performance cam be difficult to abtain. As
noted by a number of authors in the literature (Digman, 19803
Clement % Aranda, 1982). the common use of trainee reaction or
attitude measures to evaluate these proagrams provides almost no
meaningful information on whether the programs actually produce
change in managerial behavior or improve managers’® effectiveness in
accomplishing aorganizational goals.

Mioet private corporations would like to demonstrate that their
management development programs ultimately improve profitability of
the organization. However, the literature suagests  that the value
af manaqement development programs in aiding organizations to

achieve this goal is accepted more on the bhasis of faith than the

examination of the programs® accomplishments. Furthermore, even if
measures of profitability are used for evaluation of the management

development program, thev have a tendency to be contaminated by

various extraneocus factors unrelated to training.
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There are two approaches which mav be used to evaluate the
success of management development programs which are likely to vield
nseful information. Firset, one could measure whether managers
acquired any mew knowladae or skl 1lls in the training preoaram or from
the on-the-—-job learning edperience. Thisg could be done with a
knowledge or zkill test at the end of the training period. Second,
ane could attempt to measure whether the management development
program had any effect on the managers® hbhehavior once thev returned

to t

o

@ jobh. This might be attempted in a numbher of different wavs.
Three possible measures immediatelv come to mind. These measures
are changes on the managers’®™ future performance appraisal ratings by
supariaors, changes in behavior noted bv subordinates on
gquestionnaires, or objective measures of chanae such as increased
productivity measuwres or decreased turnover. etc. Of these three
measwres, the last is likelyv to produce the most reliable and least
cantaminated measuwe of change in the managers® behaviors as a
result of training.

For the purposes of this report, a management development
program will be considered successful 1if there is evidence of
improvement on some objective measuwres of performance for manaaders
complating the proagram. Thise definition of success is fairlwv
stringent but appears to be appropriate particularly since there is
increasing pressure to demonzstrate that management development

.
praaqrams produce "hottom line” improvement in productivitv., Given
this definition, there were no state-of-the-art programs described
in the literaturse which reported sufficient evidence to classitv
them azs successful,

The zurvey uwsed in the present research effort collected data
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on whether the organizations had data indicating that their proaram
was successful . _The suwrvey included guestions about 2 diffesrent
sowrces of information which miaght provide evidence of success.

-

Table 5 presents data on the percentage of organizeations which uwsad

h =

i

i

a wrce of infarmation in evaluating their management

development programs and the percentage which were able to

demonstrate success on each measura. The results of the present
sukrvey confirn the lack of effort to use objective avaluation

measures noted in the management development literature. Eetween 20
and 2% percent of the organizations report svidence of success of
their programs based on informal feedback or witten reactions from
trainees and/or thelr supervisors. On the other hand. less than

40% reported evidence of success on any other tvpe of evaluation

MEASLE®., E«amimation of Table T reveals that most of the

arganizations simply do not collect any evaluwation data on their
management development proograms other than reaction measures.
Despite the caution which must be exercised in making the

comparisan, an attempt was made to determine if thers were anvy
differences between the management development programs in
oraganizations reporting evidence of improvement in some objiective
meaaure of performance versus those which did not, The comparison

neede hetween 14 proagrams classified as suoccessfal and 2

v s lassitfied as no evidenoce for success (NEFS) . The first

camimzd bhe topics/skills addressed by the proorams and

o.ovied by the programs. These analvees revealed that
1ot drcant differences hetween the particular topics

ceoants o in the measuwre of whether the

oty alar instructional technigque as part of
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Table 5

Respondents Using Different Sources of Information for Evaluation

Percentage
Source Using

1. Informal feedback from program participants

or their supervisors 9k
2. Better performance on knowledge tests at

the end of training 29
3. Better scores on skill assessment exercises

at the end of training (e.g., assessment center

type exercise) 7
. Positive written reaction from trainees at end

of session 100
5. Positive reaction from trainees after

graduating from training and applying new

skills or knowledge on the Job 86
6. Improved performance appraisal ratings on

trainees after the management development

~roygram experience Ly
7. Improved ratings on survey results from the

trainees' subordinates after graduation Lo
8. Improvement in some objJective measures of

performance on the Job such as increased

productivity or less turnover, etc. 50
9. Increased profitability of work groups

headed by people who graduated from the program 35
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its management development programs. Likewise, there was little
difference in the number of topics or technigues used in these
proorams,

While there were no overall differences in terms of the
particular topics or technigues used in the programs, a vervy
interesting pattern of results emerged from analvsis of the
recommendations of which technigues should be used to improve
managers® knowlsdge and performance in different informational
topics/skill areas. In general. the respondents from the programs
reporting evidence of success were much less likely to recommend
lecture and class discussion as a preferred method to address many
of the toplic areas. They appeared to prefer the use of other
methods such as role plaving, on-the-jcb training, case studies,

simulations, and zelf-paced instructional methods. This data is

it

summarized in Appendix B. The Appendiy presents the most frequently
recommended instructional technigues or processes which the two
groups of respondents suggested as appropriate in addressing each of

the topic/skill areas.

The=ze results from the survey were confirmed by the telephone
interviews. The directors of those programs which had demonstrated
clear evidence of succesz tended to use a much areater variety of
instructional methods and use different methods for diffent topics
and purposes without an overdependence on lectuwre and discussion
techniques. These directors did rot down plav the importance of
.

these technigues; rather, they simply saw them as having & propear
use for particular topics but not others. Thizs would explain why

differences did not occur on the section of the survev which simply

asked whether the programs used a particular technique and the role
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it plaved in the programs. Almost all of the programs used lecture “

. )

and discussion and the successful program directors saw this j

technique as plaving an important role in their programs————-but only

S

for certain topics.

Information gathered during the telephone interviews also

suggested that there should have been differences in the presence of

certain arganizational factors contributing to the suwecess of those i

1
programs classified as state-of-the-art. The most important j
organizational factors identified during the phone interviews were :i
the existence of a career planning system which was coordinated with ':
the mamagement development program, the opportunity for individual 'i

»
tailoring of the program, and the availability of needs analvsis ”
data. When the survev data was analvzed, it was found that some '
differences did occur in the responses made by directors of )

4
succezsful and NEFS programs on the items related to these three '
oraanizational factors. All but one of the directors of the i

auccessful programs (94%) reported that at least 2 of the three

organizational factors were present and enbanced their programs.

- For the NFES agroup. onlv 87% of the directors reported that 2 or
3 three of these Factors were present. A total of I3¥ of the

directors of programs in the NFES aroup reported that less than two

of these factors were present and 14% of these directors reported an

AR SVIIPLPSNPPINY + SR

absernce of all three factors. None of the programs in the

e SaSRInd ‘*‘v"'v-!

_. successful aroup reported an absence of all three factors. Tt miaght T

E also be noted that T of the 14 proagrams categorized in the NEFS E

i group who did have 2 or 3 of the factors precsent reported improved .
-

?’ ’ profitability after training but did not attempt to evaluate any E

E obijective measwe of productivity other than profitability. 14
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]
these programs were also considered to have demonstrated sufficient i
evidence to be classified as successful, then the percentage of :
programs showing no evidence of success but having two or more of '}
the enhancing organizational factors present would be reduced to &1% ?
while the comparable figure for the successful programs would be :l
94%. Ferhaps the best interpretation of these findings is that the ' 1
presence of these three organizational factors ié not sufficient to
guarantee success of a management development program while their 3
absence would certainly seem to increase the chances that the ;4
nrogi-am was not successful., i:

FINAL COMMENTS AND FUTURE DIRECTIONS

In summarizing the existing evidence on the state-—-of-the-art of

management development programs in industry, several conclusions can
be drawn. First, all evidence indicates that the more progressive
organizations are moving toward & systems approach to management
development which will include seminars and other programmatic
interventions coordinated closely with on-the-job developmental
experiences. When working in the classroom environment, the
trainers in these programs will place increasing emphasis on newer

parformance~based instructional methods desiagned to 2nhance shkill

e .

development as well as knowledge acquisition. These technigues

L
X include behavior modeling, tailor—-made simulations, and role plaving :
- 3
9 with the use of videotaping for feedback purposes. As the need for :i
E managers to interface directly with computer svstems increases, T
e .
p- computer assisted instruction will become another instructional Li
- method used in the state-of-the—art proarams. i
- g
b: " 3
3 1
g 2
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A second fairly obvious conclusion which can bhe drawn is that
organizations differ widelv in terms of their progress in developinag »
such management development systems. The telsphone interviews j
indicated that this lack of progress is often attributed to the E
absence of a number of organizational factors particularly: (1) the 3
lack of adequate integration of the career planning system and ;
management development., (2) lack of an adequate training needs é
analvysis, or (I) inability to obtain the resources needed to tailor %
the management development proaram to the needs of individual ;

managers. All of the training directors also noted that strong

commitment from upper level management was essential to {
Iy
establishment of an integrated management development svystem. ?
Third, while training organizations can develop management é
education programs with little invelvement of line management, this é
»

is not possible in developing an integrated management development

avystem. Line managemant must be involved from the initial planning

stages since thev must be relied upon to provide on—-the-jiob
developmental instruction when the svstem is implemented. I

arqanizations such as the IRS which have developed the most

PPl rr.'

progressive systems, management development is viewed as & primary

INPORDY FORTATRAIEARIE - G

o

s responsibllity of line management, not & function to be deleqgated to

r

3

}. the training staff. This viewpoint was repeatedly strecsed by :
. . h
-
o saveral of the management development profescsionals who were a
e d .
f interviewed. One of them noted that this responsibility was taken

¥

- very seriously bv top management in his organization and that the

- . ,

o CED reviewed all middle to upper level manaders® individual

9 . =
= development plans on a guarterlyv basis. As one training director in .
3 an organization noted, the implementation of an integrated

»

A el i e

T'. Ng
%

[NOPEPEIEN

| NI R SV P S SN SO — — S U A SN Sy G Sy U D Yy r QIR QU Qo GUSRR Sy




Fage 78

management development svstem regquires a rethinking of the ,E
traditional relationship existing between training staff and line ;
management. The training staff must function as a resource for line N
management which has the primary responsibility for management S
development rather than the training department functioning to }
davelop programs which must be "sold" to line management. ;
The final conclusion reached by the research team is that if 3
the organizational environment is supportive, the gains derived from j
y
a management development systems approach to management development 1
are likely to ocutweigh its high costs. It must be noted, however, 4
that the costs in terms of program development, planninq,.and time 4
o
spant on instruction by line managers are considerably greater than W
tho=e aséociated with an education tvpe approach to management
developmenrt, 4
:
Future Directions ;

r.
b
3
.
L The information collected in the telephorne interviews seemed to
L
F indicate a fair amount of consensus concerning the futwe direction
@
of management development. Three speciftic trends were discussed bv
d a rnumber of the management development professionals. First. theyv
F see managemnent development programs as increasing their focus on
re
- hehavioral competencies whose presence or absence can bhe measured
g for purposes of both needs assessment and for evaluation purposes.
“ Second, there is an increasing concern about providing managers and
S
b —
. * . " . I3 . s
= avecutives with the appropriate skills needed to function in the
. increasingly computerized and auvtomated environment. Many of the
"
t“:‘_—‘;w;él-m“ lmo a . e — A A& w ow s oA -~ P : R R S U ST S -..M.A,W...m...J
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a .
) training directors interviewed noted that their organizations were ]
. cuwrrently studving this issue and/or developing programs to aid —
a o | :
.. managers and executives in finding wavs to male appropriate use of E
- 3
- this technalogy or at least not resist the implementation of it into E
- ]
L. their departments and divisions. The final trend was one which -
aroze in organizations which trained program managers in charqe of f
large multi-million dollar projects. The training directors in B

these arganizations emphasized that thev were increasing their
amphasie on team building and participative decision making. Thev
saw this as a managerial skill which was increasing in importance
due to the substantial increase in projects in which their proagram
managers worked on joint projects with other major firms. In these
projects the managers could not make decisions or functicon in an

avtocratic manner. Decisions and actions had to be made azs a team

in order for the project to function smoothly.
In terms of the more general future of management development, )
4
the sxpectations of this author are that this svstems approach to gi
managema2nt development will continue to gain momentum in the future. -
Furtherinore., as the top executives in oraganizations beagin to sse the E
henefits of this approach the nature of management developmernt and ;
its relationship to other functions in the oranization will change. K
L
The trend will be toward aven greatasr integration of the management
development process into other related svstems or orgenizational
-
; functions. Two examples of this future direction will be bhrieflyv 3
~ 3
. presented at this point, -
5 n
F‘ The most looical point of integration of management devel opment i
with other organizational functions is with the career development 4
1
. system, The inteqgration of these two svatems was considered crucial {
t;' ) . R
1 =
1
1
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by many of the training directors interviewed and is a major point
of focus for much of their efforts in the future. 0One arganization
was undertaking a particularly ambitious project which also
demonstrates the importance of needs analysis to the establishment
of a management development system. This organization is an
international corporation which must often move guickly in planning
and implementing projects throughout the world. 6 kev factor in the
success of these efforts is the development of & pool of competent
project managers to he tapped when an opportunitv arises. The
company i1s beqinning to conduct a needs analvsis of all upper level
technical and managerial positions in the entire organization. The
purpose of the analysis is to determine the competencies required to
function in that position and the skills which will be developed by

an individual who successfully operates in that job for a period of

time. Mtimately, the organization hopes to derive a developmental
matrix of the entire orgapization. This will be used in succession
planning, the establishment of clear caresr paths within various

functional areas of the orQanization, and aid in developing a

.

F! maragement development svstem incorporating both developmental

k.

- assiagnments and primarily self-directed management proagram modules.
3 3 { }

:', In essence, the career development and management development

[ aystams will be completely integrated into a sinale human resource
.

b X - .

b planning and development svstem. The W.S. Army Research Institute
re

3 is undertaking a research project to studv the feasibility of

; constructine a similar developmental matrix for Army aofficers.

Furthermore, in a recent article on the future of management

YT

development in the electrical uwtility industrv, William Il1lipag of

kansas City Fower % Light Co.., in response to a guestion as to the
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future direction of management development in his organization ]
replied. "...where FCFL is certainly qoing, is the integration of R
functions: Looking for linkages and interfaces to the point where ]
"4
vau are developing a human resource planning and development svstem {
in which the pieces are tied to the manpower plan., which is tied to R
the functional plan, which is tied to the business plan, which is 1
tied to the strategic plan, and where training is tied to all of .
these." (p. &0). E
While some organizations are moving in this direction, one f
organization whose vice president of human rescurces was interviewed ;
noted that his organization had already integrated the management »
* <9

development process with the strategic business planning process.

This organiration had undergone a major management development

affaort working from the top down in the late 1970s. lUpper level ]
4
management is completely committed to the development of subordinate ?
managers and the svstem is designed such that the management " 4
development needs of managers are met while at the same time g
e
acconplishing aorganizational goals. One interesting aspect of this :
3 system is that when conducting the needs assessment for a :
’ particular manager, the strategic business planning aroup becomes 1
@ . e : S
A involved by providing input into how the career path and future )
- needs of the manager (and subsequently the organization) are likelw 1

. to change as & result of predicted changes in the envirocnment in
@ =
i whlch the organization operates. g
3 .‘
" ] . . . . . LY
3 Assuming that the proper direction in which to move in the Y
. ~
s revision of management development programs is toward development of Y
+ @ . =
- an integrated management development svstem., certain aquidelines and 1
a generic modal of this management development process were 3
5
1
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develaoped bv the current research team. This model and auidelines
arz oresented in the nest chapter of the report. Following the
presentation of the model and guidelines i3 a discussion of specific
neads and organizational factors which the authorszs feel that DEMC

should consider inm revising their management devel opment cwrriculum,
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CHAFTER 4

Guidelines for Developing an Integrated Management Development

-y
4
Svstem E

Beginning with this chapter. the major emphasis of this report
will shift to providing quidelines on the steps reguired to develop

a state-of-the—-art management development syvstem. The preceedina

chapters should have provided the reader with a thorouah
understanding of what ie meant when the author uses the term

"integrated management development svstem". However ., for the

benaefit of those readers who may examine anlyv this and the

proceading chapter of the report, the characteristics of such a "]
management development svstem are brieftly listed bhalow, 1
L ¥

; . , . 1

1. The syvstem is an on—galng procsss of 3

mananemaent development not & time limited orogeam -

with & set beginning and end. 3

L

2. Tre philosophy underlving the manaosment -
reyvel opment s overy "results" oriaented wibth oan k:
amphasis on devel opment of bhehavioral g
competenclies which ara divectly related to the 7
achisvenant of orgenizational ooals, R
’ —
. o A ocritical aspect of the svestem is that i
55 developmental proorems are btailored to the needs of 3
a individual manaoers throuagh the construction of an
. individual development plan (IDF) . This necessarily
b implisssthat some formal process edists to assess the
;!. individual manager’s strenaoths and weaknesses. g
}. 4, The IDF provides a longitudinal plan of .
b coordinated ‘on-the-job and classr om interventions R
.
A o
- § L
.
\. [
Ln
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. and azzsignments desiansd to develop skills azs well
, increase the hknowledge base of the manager.

n
n

o, The management development process 135
integrated or coordinated with the career planning
svetem in the orgamization.

The list above includes onlv some of the more obvious
characteristics of these programs and the reader is sncowraged to
read the preceeding chapters to gain a more complete understanding
of the nature of this tvpe of approach to management development.

This understanding will prove to be invaluable in apporeciating zome

of the guidelines presented in this chapter.

ORGANIZATIONAL FACTORS

Before presenting a generic model of the steps inveolved in the
establishment of an integrated managemert development svstem, it is

important to make some comment on the factors an organization should

consider when debating the feasibhilitv of adopting this approach to

management development. The development of a successful management

development svstem with the characteristics described above is a

viEry espensive and time consuming process. Successful development

and implementation of this tvpe of svetem can not be accomplished

h,

)

re bv the training statf working in iselation from the rest of the
organization. The organization should not seriously consider

- investing the resources reguired to develop such a svetem unless

L’ . certain organizational factors are present.

d First, it is absolutelv essential that the prooram have verwv

!

¥

b

»

K

|
E
E
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strona commi tment from the majority of the top management team. A
nledage of commitment from the CEQ is not sufficient. Tne entire
wpper managemant team oust be commited to the program or it is not
libtelyy to be successful. This often requires that the management
devel npmant process start from the top and move down. In this case,
consideration of an integrated management development svstem should
he delaved until some time aftter the entive upper managemsnt team

has accepted the i1dea that management aevelopment is a cost

effective process which will benefit the crganization.,

£y
i)

Mo

econd, since this tvpe of an approsch to management development
relies heavily on on-the—-job learning., 1t is important that line
management view management development as part of their
responsibilitv. This is likely to occur only if upper management
clearly indicates that this is an important part of the

arganization’s management philosophv. The clearest indication that

this iz part of upper management™s pmriorities is

in
fan

hat thsv reward

managers who assume these developmental responsibilities.

Third, it is essential that the aorganization already bhave or is

willimg to lop a career or manpower planminag sveten which is

integrated with the management develooment

Wi thout some

tvpe of manpowsr or career plamnino svetem to identify the target

position or positionsg for which a mamnager i3 bheino agroomed 16 i

impossible to form a longitudinal development plan for that

Yy ‘r'-‘_r’v'," MM 4n S SR AL AR 2L

individual.

-
¢ Other oroanizational factors are also important to the success
b

[ af an integrated management develnpment svstem and some will he
F.'

2 addresesed in the remainder of the chapter. Hiowe v ar it s

b .

- : absolutelv s2szential that individoals astadeirnag fhe faasihi ot o o

b

-

3
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developing an integrated management development svstem consider the
three factors outlined above. The absence of even one of these
factors may indicate problems in implementing an integrated
management development system and the author would not reacommend
proceading further with plans for such a management development
svetem if more than one of these factors is absent.

Assuming that the essential organizational support is present,
the remainder of the chapter discusses the processes involved in

developing an effective management development system.
FERFORMANCE-BASED NEEDS ANALYSIS

As the reader well knows, all training programs beqgin with some
form of needs analysis. Fiqure 1 presents a graphic representation
of the needs assessment process required in the development of an
integrated management development system. The three phases of the
process. the organizatiomal analvsis, operations analvsis, and
individual needs analvsis do not differ conceptually from the needs
analveis process recommended in standard training texts (Goldstein.
1974; McGehee % Thaver, 1961). A critical aspect of this process
which is often overlooked is that the key to success in developing a
performance-based training system is to ensure that the appropriate
linkages exist between the assessment processes that occur at each
level in the needs analysis. For example, at the organizational
level the focus of the needs analvsis is on organizational qoals and
objectives while the focus of the analvsis at the operations level
is on the particular tasks or competencies reguired to function in a

specific management position. Ultimately. the organization will
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benefit from a competency based management development program only

if the competencies which are developed actually lead to the

achievement of the organizations goals. Thus, the challenge lies in
identifyving those competencies which are directlv linked to
accomplishment of organizational objectives. Most organizations do
not have the empirical data base tb analvze which competencies are
related to accomplishment of these organizational objectives. For
this reason, the link between competencies and organizational
objectives is usually based on a judgment call and the relationship
is far from perfect.

The same problem exists in making the transition from the
operations level to the individual level. While we often tall about
measurement of an individual’s competencies, we are usually
assessing some combination of knowledge and skill which is related
to competency in performing a task but not identical to actual
performance of the task. As noted 1In Figure 1, competencies mavy
have different configurations of knowledge and skill components.

There is no way to avoid a certain degree of error in moving

from the level of assessing organizational objectives to the level

of measuring and developing an individual’®s skills and knowledqge.

However, this error can be minimized if one is aware of the problem

and takes the appropriate steps to avoid it. The most effective

R
A
J

means of minimizing these types of errors is in planning and C
implementing all phases of the needs analvysis as & single ?

“
comprehensive research effort rather than relving on data collected ﬁ
in piecemeal needs analysis efforts using different methodologies .

which provide incompatible data. The most efficient approach is to 2

decide how the information collected at one level will be linked to
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the information collected at the neut level before anyv decision is
made as to the needs analysis instruments or methodologyvy to be used
at a particular level of analysis. Fossible methods to be used at

eacl level of analvsis and factors to consider during 2ach level of

the needs analysis are outlined below.

Organizational Level

The needs analysis process at the orgamizational level includes

analysis of the organization’s goals, manpower planning forecasts.

and forecasts concerning changes in the internal or external

- R T AL A L
'.‘m._. a 2oy 4 )JLAL' .

environment of the orqanization. All of this information is needed

P
v .

to assess the current state of the organization and to identify
likely areas in which there Qill be a need to train manaagers. Once
these general areas have been determined the level of analvsis
shifts to that of the operations or task analysis phase.

The most common procedures used to secure information on

FORN -SORK AN & § N

organizational goals and forecasts of future change are through

’

interviews with the top management team or forcasting specialists

VAT MR

who are part of the strategic planning division of the organization.

L3

An alternative means of gathering this information would be throuah

the use of a Delphi method or a Nominal Group Frocess (Scott &

Deadrick, 1982). The interaction which occurs between members of

N R

the group may provide additional information which would not be
obtained from individual interviews.

To aid in linking the organizational objectives obtained in

R S U

this phase of the needs analvsis to the competencvy areas or task

statements obtained in the next phase of the needs assessment it

PO P TP U S PR, S LD SN Sl TN GRY SO Sy W G WL W U S UL G P, URIPO I W IO S IPL pr < .




Fage 89

will be useful to discuss the role plaved by various positions in
the organization in achieving the organizational goals identified by
upper management. Thus, the executives® perceptions of the role
playved by manaqgers in particular positions may serve as a means of
linking organizational objectives to behavioral competencies

required to perform that role.
Operations (Fosition) Level

Traditionally, the needs apalvsis done at this phase has
received the greatest attention. A wide variety of job analvsis
technigues including observation., interviews, panels of experts,
worﬁ diaries, and questionnaires have all been used to identify the
tasks or behaviors required to perform a particular job. Each of
these procedures has its particular strengths and weaknescses
(McCormick, 1979).

More recently, the nominal group technigque has been suggested as
a means of qgathering information on training needs (Scott %
Deadricl, 19@2). The author sees a number of problems with using
this qgroup method and would suqgest that a more appropriate
technigque would be to use a behavioral competency checklist. A
number of consulting firms have developed generic lists of
behavioral competencies required to perform a job. These needs
assessment instruments are relatively easy to use and the contract
monitor has examples of two such lists in his supporting material
files. Typically the instruments simply require an individual to
indicate whether or not the stated behavioral competency is required

in the position being analvzed. Often the instruments will be

v .',"‘,.“6 .-._*.'.'T’.v*f',-.-._ T —————— .""‘f".f.“__"?‘_?
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completed by several incumbents in the position and the managers at
next level or next two levels above the target position.
Two problems do arise in the use of such instruments. First,

the terminology used in some of these checklists may allow the items

[ IR ‘-’-‘"["l C

to be interpreted in a variety of ways and may lead to inaccurate

sy

ez

resulte. This can be avoided by providing some minimal training for
all individuals using the needs assessment checklists,

A more serious problem with this form of needs assessment is

trving to determine whether the competencies identified by the
individuals completing the instruments are actually related to
effective performance in the position. The competencies thev check
are likely to be related to what these individuals consider
effective performance to entail but that does not necessarily relate
directly to the accomplishment of organizational objectives
identified as important at the organizational level. Futhermore,
these individuals may be unaware of anticipated changes in the
internal and external enviromnment of the organization which will
change the competencies required to perform in a particular job.
Some indication of the extent to which these errors might exist can
be determined bv obtaining a measure of the role perceptions the
individuals have for the position they are evaluatinag on the
behavioral competency measure. This role perception can then be
matched against the role perceptions of upper management who are
establishing the organization®s goals and/or the role changes

expected to occur in that position as a function of changes in

technology, etc.
Traditionally, once a set of competencies needed to perform in

a position had been defined, the next step was to begin assessing

.
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the competencies possessed by individuals who were to be trained for
entrv into that position. If one is to develop an effective

management development system which incorporates on-the-jiob

ARIE TR F

development it is necessary to perform additional data collection at _;
this level of the needs analvsis. This is true because it is S
necessary to identify not only the competencies required to perform ?
in a position but also the skills and/or knowledge which will be b
developed while working in the position. This information is é

necessary to determine the developmental potential or objectives i

which could be accomplished by a manager filling the position. This -

tvpe of analvsis can be complicated when it focuses on specific
behavioral competencies. It is beneficial to think of a behavioral
competency as having two components, a knowledge component and a

skills component. In fact, when we state that a manager has

mastered a particular competency we are indicating that he has a

SR

o

certain knowledge or insight and the skills required to apply that
knowledge in a productive manner.

Once we have broken the behavioral competencies into various

f" skill and knowledge components we can begin to discuss common skills

Cubil it o o
. .
. .

or knowledges which are important to different behavioral
competencies. This may allow one to identify particular skills or
tvpes of knowledge which a manager would develop while performing

the tasks required in that position.

o

This separation of behavioral competencies also aids in making
the tramsition between the operations and person level of the needs
analysis and will be useful in the design of the actual development

program. Iflthe same behavioral competency checklist is used to

.
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rate the position and the individuals being developed for the
position, then no problem in moving from one level to the next is
encountered. However, if a different form of assessment such as the
use of an assessment center is used at the individual level, then
the separation of competencies into skills and knowledge components

may be very useful.

Individual Level

The needs assessment process at the individual level is a very
critical part of the integrated management development system since
the results of this needs analvsis will be used to tailor a
development plan for the individual manager. If this needs analvysis
is done using a behavioral competency checklist to indicate the
various strengths and weaknesses of the manager, it will be
essential to use a technique such as that used by Morrison -kEpudson.
In their system, a needs profile is developed based upon behavioral
competency checklists completed by the manager being assessed. his
manager, and subordinates under the manager. The uniqgue
perspectives of all of these individuals should be considered and
particular attention should be given to areas in which two or more
of the raters consistently indi..te a need for developm=nt. The
developmental needs of the manager can then be determined by
comparing his behavioral competency profile with that required of
an individual entering his target position.

Another popular method of assessing individuals® developmental
needs is through the use of the assessment center method. This

method was described in the preceeding chapter when the Johnson Wax

]
d

C Tt '
ROV T PP

Py

ol UL

e,
PP ST AL TR

1
1
i
:
g
!
1
1
b |
g
.‘{
g
X

1

I

PR



Fage 93

program was discussed. It also provides evaluation information
stated in behavioral terms and makes use of multiple observers. A
major advantage of this method of individual assessment is that the
analvsis is based on actual ocbservation of the manager®s behavior
rather that self-report measures. Assessment centers are very labor
intensiva, however, and the time required for training assessors can
make this method prohibitive. As was apparent in the Johnson Wax
program, it }s possible to use both of these assessment procedures

to provide alternative measures of the same skill or competency

dimensions.

MATCHING DEVELOFMENTAL ORJECTIVES TO INSTRUCTIONAL TECHNIQUES

The final outcome of the needs analvsis process is a needs
profile which indicates particular performance dimensions or
compatency areas in which a manager needs improvement., We will
discuss the construction of an Individual Development Flan (IDF) to
meet these needs later in this chapter, but first one must address
the issue of how to select the components of that developmental

plan. That is, how does one select a particular instructional

s aaaaasaanks

method to use in the development of a particular competency or topic

—d

area?” This brings us to the issue of matching instructional methods
with developmental objiectives.
There have bheen several previous attempts to provide a

framework from which to choose different management devel opment

NN } PR

techniques for different training objectives (Newstrom, 1980;
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Carroll, et.al., 1972). Newstrom (1980) notes that there is a fair
degree of consensus among training professionals that certain
technigues are more appropriate for certain training objectives than
others. He outlines a number of training objectives and suggests
the most effective instructional method for each objective.
Unfortunately, Newstrom®s model ignores a number of training
objectives particularly important in the management developmesnt
process. Furthermore, the model does not include a number of the
newer performance—based instructional methods.

One of the reasons for conducting the manacement development
survey as part of the present research effort was to obtain data
that would be useful in making recommendations for the use of
various techniques for development of different skills or topic
areas. The2 author had héped that there would be enouagh consistency
among respondents” recommendations of technigues for improving
perfaormance in specific informational topic/skill areas to provide
some guidelines for this selection process. The results of the
survey do not allow this tvype of a recommendation. Furthermore,
aftter examining the survey and conducting the telephone interviews

with various manaqement development professionals, it occurred to

the author that a different approach to the issue was required. The
rationale behind the model of matching instructional methods to
developmental ohjectives and the guidelines derived from the new
approach will be the topic of discussion in the remainder of this »
section of the report.

Froaress in developing a model of selectinag various

instructional methods to use in the manaqgqement development process

s

did not occur until the author .. .ur d to the basic guestion of
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what it is that must be done in the management development process.
The general assumption that appears to implicitly underlie the
management 2ducation approach to development is that a mamager will
he effective if he "knows what to do". Thus, this approach
concentrates on imparting knowledqge to the individual. It is
obvious., however, that managerial effectiveness depends on much more
than "knowing what to do". There are fouwr basic reasons as to whv

managers may not perform effectivelv.

1. The manager may not know what to do. In this
case we have a problem of a lack of knowledaoe.

2. The manager may not know how to deo something.
In this case the manager mavy know what to do but
lacks the skills to applv the knowledge.

S The manager may not know when to take a
particular action. It is possible that the manager
has the appropriate knowledge and skills to act but
fails to do so because he lacks the overall )
perspective required to understand his role in the
arganization.

4. The manager may not display an effective
be’ .vior because he does not want to. Essentially,
this is a problem of attitude. A manager may not
display a behavior because he simply does not believe
that it will result in an outcome which is rewarding
or. The manager in this case is lacking a reason as
to why he should display the behavior.

It is clear that all of the above factors mav be responzible
for a manager NOT displaving a particular action ar behavior.
Furthermore., there mav be more than one factor causing the
deficiency and it is likely that these factors are interrelated.
Thus, if we are faced with the problem of a manager not displaving

behavior indicative of a particular behavioral competency. there mav

be four possible causes for this situation. The most efficient
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development process wnuld be to identify the particular cause or
causes for the problem and select instructional techniques which
directly addreass that need or needs. This would sugqgest that the
first guestion which must be addressed in selectinag an instructional
technique for a particular topic or competencv dimension would be to
determine which of the following developmental obijectives iz
zritical to producing the desired change in behavior. These

developmental objectives include:

1. Froviding managers with an appropriate
knowledge base to perform the task.

-~

2. Developing skills required to translate a
knowledge base into effective actions.

Z. Provide the mamager with an integrated
perspective of his role to help him develop the
"insight" needed to respond appropriately at the
appropriate time.

4. To foster an attitude which enhances the

probablility that the manager will choose to display
behavior which is organizationally effective.

These four developmental objectives are not unigue to anv
particular topic or competency dimension. Different topic or
competancy areas included in a management development program mav
require a heavier emphasis on one developmental obijiective rather
than another. Qften, this is likely to be a function of the skills,
knowledge, etc. which managers possess prior to entering the proaram
rather than an indication that one of the factors is not important
to effective performance.

It should also be noted that two managers diaagnosed as having

the same competency profile may differ agreatly in the benefit they
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will qgain from any particular instructional technigue because they
differ in terms of the cause for their deficient competency area. i
One of the managers mav lack the knowledge base while the other mav 5
lack a particular skill. Thus, within the same competency need

area, th

b}

ze& two managers must puwrsue different developmental ;
ochiectives if thevy are to become competent. This implies that #
managemant development programs conducted with aroups of manaaers
must often include a variety of instructional methods for sach i
campatancy area to ensure that the entire ramge of developmental 3
objectives is achieved.
While it is impossible to provide a foolproof list of

instructional techniquas guaranteed to accomplish each developmental

objective outlined above., some general guidelines can be presented.

‘ol a2

We will first address each of the developmental cbiectives

independently and then discuss the integration of these various

[ BRG ¥% y Je

objectives and instructional techpigques into an integrated

management devalopment svystem.

-

n

Instructional Techniques For Informational Transfer :
R

' :

Frobably the most common developmental objective addressed in X
mananement development programs 1s to provide managers with a body ﬁ
of krnowledge about a particular topic. While the cantent of this j
-y

body of knowledge may differ substantially from one topic to the

next, research has indicated fairly conclusively that the

acquisition of factual informaticon is most efficiently accomplished
through traditional instructional methods such as lectuwre, guest

speakers, and presentation of films or videotapes: or throuoh the
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used of self-paced methods such as preoarammed instruction modules,
computer assisted instruction (CAIY, or interactive video-dishk
instruction. Several studies have demonstrated that programmed
instruction methods are a more efficient means of knowledge

acquisition than lecture and class discussion (Carroll, et. al.

The choice of which of these infarmaticnal transfer techniques
should be uzad in a particular seminar depends on a number of
factors. A comprehensive discussion of these factors is beyvond the
séope of this report. however, several key factors will be briefly
noted. One important issue which should be considered is whether
the content should be designed to be covered in a group lecture
session or presented in a self-paced individual format. As the
heterogeneity of the managers increases, greater efficiency will be
gained from self-paced methods such as programmed instruction and
CAT. On the other hand., as the difficulty or complexity of the
material increases or the requisite level of knowledoe of managers
learning the new material decreases, the use of lecture methods in
which the trainer is available for answering questions and
clarifving material becomes more efficient.

The use of verbal versus graphic presentation techniques is
another issue to consider. Films, videotapes. and CAI are
information transfer technigues which can be used to present
information in nonverbal formats. Recently developed interactive
video~-disk technoloagy provides the oreatest range of possibilities
in this arza but development costs for this tvpe of instruction make
it prohibitively expensive for most organizations at this time.

These qraphic representations of material are likely to be useful in
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relaying various types of mathematical, scientific, and statistical
data.

The use of primarily verbal versus nonverbal presentation modes
also raises the issue of different cognitive stvles of the learners
in the class. While it is widelyv recongnized that these coagnitive
stvles impact on the efficiency of various instructional methods,
research data does not exist to provide specific guidelines to the
trainer. The theoretical frameworks most commonly addressed in this
research are those of cognitive complexity, the Myers—-Rrigags

Tvpology. and Ned Herrmann’®s brain dominance model.
Instructional Techniouwes for Skill Development

Refores addressing the issue of which instructional techniques
should be used for developing actual managerial skills, one must
first define what these skills are. A great deal of research has

been devoted to the identification of generic managerial skills

which generalize across managerial levels and organizations
(Hemphill., 1939; Tornow % FPinto, 19763 Thornton & Byham, 1982).

This author feels that one can identifv six general cateqgories of

B RSN

skills which are important to the development of a wide varietv of

managerial competencies. These skill categories are broader than

PPPEI T O T D

those identified in the research cited above and include:

pe 1.

" Written Communication Skills j
; 2. Listening and Oral Communication skills g
i“ =. Interpersonal skills i
F? ) 4, Information Frocessing Skills .

Organizational Action S8kills 5

-
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b, Specific Technical Skills

The first two of the above cateqories should b2 fairly
self—-explanatory. The category of interpersonal skills includes
behaviors related to sensitivity toAthe feelings of others,
effective counseling and interviewing skills, ability to provide
constructive feedbaclk, etc. It is assumed that effective
conmmunication skills are a prerequisite to the development of
effective interpersonal skills,.

The information processing skills category includes abilities
related to collecting information, organizing information, analvsis
of information, synthesis of information. and decision making.

The organizational action skills relate to the ability to plan
and organize a proqram‘or project. These skills represent the
cagnitive component of implementing various actions which are the
products of processing incoming information. These skills include
planning, organizing. delegating., designing control procedures.
policy formation, etc. These are complex cognitive skills. They do
NOT reflect the requwrgitation of factual knowledge and are not
easily measured. The measurement problems arise because the
behavioral evidence of these cognitive processes are mediated bv the
individual s written or oral communication skills.

The fimnal cateqory of skills are specific technical skills
which may be required for competence in a particular area. For
example, competency in certain financial management areas requires
the development of certain skills related to the interpretation and
production of financial statements, balance sheets, etc. These

skills differ from factual knowledge in that they can not be
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developed through an information transf=sr process and actually

represant a conceptual perspective or framework which the individual

has developed. Another example of such a specific skill would be
the ability to use a computer kevboard. This skill will areatlv

enhance the likelihonod that a manager would make effective use of a

computerized information system or decision support system.

There are a variety of techniques which can be used to develop 5
‘I . these six different tvpes of cskills, The development of qgood 1
‘ written skills in managers has received increasing attention in the
literature (Beam., 1981). Essentially the only way to develop qood
written skills is through practice. The important point to be ;
stressed is that manv managerial functions require the preparation
of written reports, memos, letters, etc. It is often assumed that

the formatting of such reports can be left to secretarial support

S & ¥ SPORNOW,

- staff and that such detail is not appropriate material to be

it

.- addirressed in management development proqrams. The actual success of

a manager will be greatly enbhanced if he is able to communicate

T—
T L
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affectively in the various written documents he prepares. This

often involves understanding when a particular stvle of witing is

E- required and knowing how to write for a particular audience.

;- Written assignments can be included in most seminars and should

3 be designed to give the manager an opportunity to use the same 3
forms, report stvle, etc. he will use once on—~the-job. The »

preparation of written reports can also be one aspect of on—-the-job

developmental activities. While on the developmental assianment the

.:.Ll RPN

manager could gain valuable practice in preparing reports, etc.

under the guidance of an experienced line manager. The feedback
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nained during this developmental assignment could save the manaaer

embarrrassment or a costly mistake when he assumes his new

assignment.

The most appropriate instructional technigques to be used in ]

L

the development of verbal communication skills (both listening and e
speaking) are role plaving, behavior modeling. and non-computerized ?
4

simul ations. The effectiveness of all three of these techniques
will be enbhanced areatlyv if the behaviors are videotaped and then

plaved back to the participants to provide feedback. Clasg

dotadatocalii i ol e

discussion of the behaviors displaved during the evercises is

another important sowce of information to use in providing managers
with an increased awareness of their behavior. Devel opmerit of
communication skills involved in formal oral presentations such as

briefings can be developed by having managers deliver such briefinas

to the class and videotaping the briefings for feedback purposes.
This process may be even more effective if it is possible for an

individual of the same level or rank of the person for whom the

TN OO L

actual briefings will be prepared to be present during the in—class

presentations. This individual could then provide his feedback on

the briefing. (This aszumes feedback will ¢ riven in a constructive
faashion).

AN important point to be remembered in selecting or developing
wvercises for theso communication skills is that the contest
developed in the roles or siosulation environment is critical to the

suceess aof the evsorolse, If an exercise of this natuwre is to he

ot fective, managers must accept the exorciee as & valid
deval opumental experience and should be able to generalire vasily

trom decsolopang sbhills on the evercise to applving shkills
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organizational problam.

It is important that these instructional methods be clocsely
integrated and coordinated with the presentation of various topic
areas covered by informational transfer technigues. This will allow
the managers to gain experience in actually applying the coagnitive
knowledge to a particular problem solving situation. It is also
important to note that the different techniques listed above will be
differentially effective in addressing specific information
processing skills., For example, computerized simulations and case
studies are very effective means for developing the skills of
organizing., analvzing., and synthesizing information. 0On the other
hand, non-computerized interactive simulations. group problem
solving exercises, shadowing, and assignment to on-the—job task
forces would be a more effective means of developing information
gathering and participative decision making skills.

A number of management development professionals interviewed bv
the author felt that computerized simulations were verv effective in
aiding in the development of information processing skills. They
felt this was particularly true with regard to the processing of

financial information related to competencies in the area of

hudgeting, program development, etc.
The same technigues useful in developing information processing

skills are likely to be useful in developing organizational action

skills. The only difference will be that the focus in this case

E;, will be on the plans formulated to implement a decision rather than ]
- A
'. the diagnosis of the existing problem. Once again., sophisticated ;
;1 @ .

1

computer simulations may bhe particularly useful in developing the

cognitive skills related to various tvpes of financial or production
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management actions. The development of strategic planning skills

can be enhanced by hiahly interactive computer simulations because -
the manager is able to receive immediate feedback on a number of 3
;' "what i+" guestions by examining the effects of changing various l
3? parameters in his plan or the environmental conditions he assumes 3
are operative when the plan will Qo inte action. It should be 1

1 noted., however., that such simulations are extremely expesnsive to
%l develop due to software development costs. Developmental L
assignments to work on task forces mav also be very useful in

develaopmant of organizing and planning skills when a competent role

l;:l"‘] PRI ]

model is heading the tas) force.
The instructional methods used to develop specific technical

skills must be chosen on the basis of the specific content area

manager to apply the relevant base of knowledge in solving problems

.

2

L‘-

h

ill related to the skill. These instructional methods should allow the
2

- similar to those in which the knowledge basze must be applied on the
b

job. The more the instructional exercises are tailored to a
particular organization, the greater the transfer of learmninag which

should occur to actual on—-the-iob behavior. The evercises should be

- designed to provide feedback apd reinforcement to the student during

his imitial attempts to applv his knowledqe. The difficulty and 1
)
complaetity of the exercise can increasse after an initial level of !
!
!

confidence has been established.

. atataa . oAl

Instructional Methods for Use In Froviding an Intearated Role

. KR

Ferspective
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The task of providing managers with an integrated perspective
as to how the various knowledge areas and skills thev have developed
are related to their role in the organization is a challenging task,.
Eszsentially, the challenge is to provide the manager with a
parspective which is not usually agained until he has occupied a

position for some period of time. Thus, one method is to provide

ome form of a synthetic experience. An instructional method which
may allow this would bhe a complex non-computerized simulation which
represents a time compression of the role the manager will ococupy
after completing the development program. The IRS district manager
simulation is an example of such a simulation. Another technique
which may provide a similar perspective is the assignment of the
manager to shadow an individual working in the role which he will

ASSLME ., Both of these instructional methods may serve as an

arientation to a particular role if it occurs early in the

developmental process or a means of synthesizing a number of

l2arning experiences if it occurs later in the proaram. . a
Case studies, class discussion., discussions with guest

speakers, counseling sessions with a line manager assiogned as a

PP U WY

developmental coach, and completion of an applied research project

i

or working on a task force are other techniqques which mav facilitate
the integration of different learning sxperiences. In addition to

developing an inteagrated perspective or consistent view of the micro

L R L e

environment of his role, it is important that the manager develop
some macro perspective on how his role interfaces with others within

the organization and with individuals and agencies outside of the

LK

organization which will have an impact on his performance and/or be

influenced by his actions. This might be accomplished throuagh the
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use of auest speakers, case studies and simulations desianed .
gpecifically for this purpose, or trips to the field to interact

with individuals in relevant external agencies.

ioatiiian i

Instructional Methods to Facilitate Attitude Chanae ?

‘A major factor which reduces the impact of management . i
development programs on managerial behavior on the job is that :
changes in this behavior often require a chanqge in attitude. This

change in attitude is often related to the expectations the manaqger

Y § VIR

has concerning the probable cutcomes of engaging in a particular
behavior or action. Even if a manager has all the needed
competencies to perform a task and feels that it is an appropriate

part of his role, the behavior is not likely to occur if the manager

P ¢ § TNrTeT ]

parceives that it would result in neqgative consequences for him as
an individual (e.q. rejection or hostilitv from peers. subordinates, 4
or his superior). Development of a positive attitude is to a larae

avtent dependent on certain organizational factors such as the

philosophy of upper management and reinforcement of hehaviors

learned in training when the manager is on—-the-job.

Certain instructional technigues mavy be useful in facilitating
the development of an attitude which will increase the chances that
the manager will display effective behaviors when he returns to the
jobh. These technigues include behavior modeling., role plavinag,

simulations, shadowing, and coaching by an assianed line manager.

:
|
3
A
4
%
"
S

In all of these techniques, the important factor is that thev

provide an opportunity to help the manager develop the expectations
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that effective behaviors will be rewarded. This can occur throuah

s biarira]

either of two processes. First.. the manager can enqage in the

behavior and be rewarded hy someone whom he values, ideallv an ﬁ
3
individual whom he associates with the environment of the actual %
4
work setting. The second option is that the manager observes 3

e

another person being rewarded for engaqQing in such a behavior. This
is most likely to he effective if the behavior is acbserved in an

actual work setting, for example, while the manager is shadowing

.
andedite Katadid o8

SOMeone.
A final technigque that may be useful in facilitatina the

development of a positive attitude related to effective performance

would be through setting performance or developmental goals at the
end of the formal development program. The commitment to these
goals is likely to facilitate continued progress, particulary if a
followup interview on goal achievement is scheduled. There are also
some preliminary research findinags on & technique called relapse
prevention which mav bae useful in sustaining the behaviors developed

in training once a manager has returned to the job (Marx, 1982).

On several occasions in the above discussion it was noted that
these various instructional technigues will be more effective if
they are presented in some coordinated fashion. Ideallvy. the
particular content areas and sequence of learning experiences would
hbe tailored to the needs of an individual manager. The final

section in this chapter briefly nutlines some quidelines which may

he useful in inteqrating the various management devel opment
technigues described above to construct such an Individual

Development Flan.
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CONSTRUCTING THE INDIVIDUAL DEVELOFMENT FLAN (IDF)

Regardless of the method used to assess the individual manager.
3; the end product should be a profile of needs stated in terms of the
performance dimensions, behavioral competencies, or the skills and
knowledge required in the manager’ s current or future position.

This profile will then serve as the basis for constructing a

development plan for that manager. This IDF will outline the

particul ar seminars, courses, developmental assignments. and other
activities which will be used to provide the individual with the éj
needed developmental experiences.

The degree of structure provided in this plan will depend upon
a number of circumstances. If the manager is not scheduled for a ﬂ
promotion in the near future and he is developing the plan as part
of a long term career plan., the best strateqy is to provide
relatively little structure in terms of scheduling particular
courses and allow the manager to assume this responsibilitv. 0On the

other hand. if the individual is part of a management developmen.

B

aroup targeted for a new position. then the activities in the IDF
must be carefully planned and coordinated with the development plans

of other qroup membars who have =imilar developmental needs and the

e e me .
‘..,4_._,.L

schedules of line managers who will provide on-the-iob developmental

instruction.

-I Py v _l_l

If at all possible, the development plan should be constructed
such that the manager moves back and forth from on-the-jab
experiences to sessions in the classroom with other mananers

participating in the management development process. Figure 2

-
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Ff- pravides a graphic representation of this tvpe of a developmental
plan. The optimal sequence of events would probably be as J
follows: 2
3
1. Orientation to the management development g
process "
4
2 Qrientation classroom experience providing a
perspactive of how his future position fits into 1
overall organizational process
T Simulation or brief on the job 2xposure which -
ie likely to provide some increased self-awareness of "

need areas

4. Infaormation Transfer session covering a
particular knowledge area

S Related =kill euperience(s) in class

Y L4 W

&, Related on-~the—-job skill developmental
activity

" A
7. Integration activity >
x
g. Assessment /feedback session
. Repeat sequences of steps 4-8 for different 1
comnpetency areas identified as needs. i
As  the individual progresses through his developmental program, ?
-
) ‘ . x
the on-the—job experiences should become more involveaed and thea 4
K
integration activities would also increase in complexity. These f
=
activities should begin to build on previously mastered -
competencies and more closzsely approdimate the actual wark situation 3
into which the manager will move after completing this developmental ;
phase of his career. MNMear the end of the developmental s2quence the T
g
knowledage areas should include activities which provide an )
.1
orientation of how the manaqger would interface with other elements
. L =
in the organizatinonal environment.,
An important part of the IDF should be the gchedulinag of |
1
1
-
4
{
{
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evaluation periode during which the individual s progress will be
assessaed and any necessary changes in the IDF will be made.

While many of the programs in industry are increasinagly
focusing on the use of performance based training and aszessment
using behavioral competency checklists, the developmental plan for
the individual must alsc include experiences which will allow the
person to integrate what he is learning. The point which must be
kept in mind is that a competent manasger is more than the sum total

of a hehavioral competency checklist. If the manager does not have

an inteagrated perspective of his rale in the organization his

abhilitv to function effectively in accomplishing his main
organizaticonal objectives may he impaired by his concern for

achieving nerfection on various subtasks which were clearlv

T L

identified as part of his position. To wuse an old saving,the

113

imanagar will "no longer see the forest for the trees". The
intsagration activities included in the manager®s IDP should provide

theze tvpes of euperisnces,.
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CHAFTER S

The Current State and Future Options for Management Development at

DsMC

The information collected by Drs. Fence and Reed throuah
reports written about DSMC and in interviews with past graduates and
present faculty members and administrators provided evidence that
the current management development programs at DSMC are primarily
management education type programs. DEMC, like many other
interagency training organizations, must serve a very diverse group
of students. At any one point in time. the FM course is likely to
contain individuals with a wide range of experience in the
acquisiticons management area and from a wide variety of
organizations. The individuals interviewed noted that the proqgrams
needed more emphasis on skill development, more learnina experiences
which would provide students with the opportunity to beqin
integrating material, and a means by which students could tailor the
program to their individual management development needs. These are
all comments which are commonly made concerning education tvype
Rrograms.

There are a number of differences between DEMC and the other
education iype programs reviewed in this research project. The
instructors at DSMC used a much greater variety of instructional

methods than the tvypical education tvpe program. Furthermore., thev
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used a number of instructional methods such as role plaving., the use
of wvideotaping for feedback, énd computer simulations which were
used by performance-based programs in industrv. Finallv. there is
a much greater emphasis on evaluation of students at DSMC than in
other programs operating in similar training environments.

Like many of the organizations in industry. DSMC is studving
the possibility of revising its management development programs. A

number of efforts have already been undertaken as part of this

affort (i.e. DSMC 84 and the ATI job analysis). A major guestion
which must be answered in planning any changes in the present DSMC

programs is whether or not it is possible to establish a state of

B T SRR

the art management development system at DSMC for use in the

{D'

development of FProgram Managers. Until recently this did not appear
to bhe a possibility. This was due to the fact that like manvy

external training organizations, DSMC had limited control over the

selection of students, neo input into their career development., and
often the students came to the FM Couwrse without any idea as to when g
ar i+ they would receive a program manager’'s Jjob. These factors 3

would prohibit DEMC from develeoping programs similar to those in

industry or at the IRS.

Modi fications in The Existing Education Froaram

Even under these circumstances there are a number of

improvements which could be made in the manaqgement development

»
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courses at DSMC. First, it should be possible to establish some
means of conducting an individual needs analvsis on each student
when thev enter the proagram. This might be done by sending the
student a self—-quided behavioral competency checklist to be
completed before the student arrives at DEMC. Furthermore, the same
measure could be mailed to the student™s supervisors and some of his
subordinates if his past position provided the student with an
oppartunity to display a reasonable number of the behaviors included
on the checklist., This process is used by Morrison-knudson and even
the & day leadership development program existing at the Center for
Creative Leadership i able to use a similar method of obtaining
information on the participants in their program.

The behavioral competency profile generated from this
information could be compared against a generalized proagram
management position profile in order to generate a management
development needs profile for each student. The use of a behavioral
compaetency assessment process would be much more feasible thanm the
use of an assessment center approach due to the large number of
students participating in management development proagrams at DEMC
and the labor intenzsive nature of assessment centers. With a
reazonable amount of effort, the scoring of forms and aeneration of
the needs profiles could bhe computerized to handle the large number
of students who attend DSMC.

Hesides using the needs profile to provide feedback to the
students to increase their awareness of their strengths and
weaknesses, the profile could also be used to guide the students in
selecting elective courses at DSMC. It is imperative that DSMC

restructure its curriculum to allow at least some tailoring of the
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proagram to individual needs. While there are certainly some
advantages to putting very heterogeneous aroups together, in some
management development classes, to require such a mixed group to all
take the same courses is an ineftficient use of the training
resources at DEMC.

The efficiency of the management development programs at DSMC
may also be increased if some of the longer courses such as the FMC
were restructured into shorter courses that were tailored to provide
the knowledge and skills needed to perform in different acguisition
management positions. Students would be selected to attend these

courses immediately prior to moving into the position which the

course addressed. This represents another means of tailoring the

management development programs to student needs while maintaining
the present academic structure of DSMC courses.
The needs profile generated from a needs assessment process

could also be used to generate an individual development plan for

the student which would include sugagested developmental activities ;
which could be completed on an individual basis or on-the-job after H

K
graduation from the DEMC program. This technique is used 1

successfuly at FEI which also operates from basicallv an academic 1
program structure. This is already done to some extent with the

more experienced students at DSMC who participate in various

Blnbadad o

research projects with faculty members. The eupansion of this

e |

program and the use of a svystematic needs assessment process in

developing the IDF would probably areatly enhance the learning
experience of many students in the DSMC FM course.
Other changes which could be made within the same basic

curriculum structure would be the use of a qgreater number of

. o
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simul ations and other interactive learning methods. These
simulations should be of a truly interactive nature. They would
differ from the SX in that the outcome of these simulations would
not be predetermined and they would involve more role playing and
interpersonal skill development. There are a number of
state~-of-the—art simulations such as the Locking Glass simulation

reviewed in Chapter I which could be purchased for use in the

program. A better option might be to contract a consulting firm to

custom design a non-computerized program management simulation for
DEMC. This simulation could be similar in structure to the district
manager simulation used by the IRS.

This simulation could be used to address two of the concerns

expressed by past students. First, during the simulation students g

would have an oportunity to actually practice the application of
some of the principles thevy were exposed to in lecture classes.
Thizs would likely enhance the development of a number of skills.

Zecond, the debriefing sessiong which occcurved after the simulation

could serve as a very effective means of integrating a great deal of

)
‘0 2 0

material which the students had ingested during the program. This

e
bl

debriefing session would also likelvy provide a areat deal of

‘
personal insight into their own behavior as managers for many of the j
students. This increased self-awareness would aleso facilitate :
behavioral chanage.

Another option which could be considered would be teo help the 7
students set developmental qoals to be completed after leaving DSMC.
These goals should be based on an inteagrated aszessment of the

individual conducted near the end of the proagram. This assessment

PSP ¢ §1

should include evaluation of skills as well as his ability to report

Lo
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factual knowledage gained in the courses. While the number of
students attending DSMC may prohibit establishing any tvpe of a
follow—up program to assess progress in accomplishing the geoals, the
very process of establishing the éoals is likely to promote

continued developmental activities.
Establishing an Integrated Manmagement Development Svstem
If DSMC can gain control of small agroups of managers for &

months prior to their promotion into Frogram Manager positions., then

the potential exists for adopting a management development systems

approach for the development of these individualz. The development

of this program should follow the general steps ocutlined in the

e

preceeding chapter.. It is critical that all phases of the needs

4§

analvsis process be followed in developing this program. This
process will be much more complicated for DSMC than for a private

corporation since DSMC services such a variety of organizations and

B PSRRI

it may not be possible to generalize from the program manaager’s job
in one organization to the proaram manager’™s job in another

organization, The common denominator to look at in making this

N R
AL.JI[I'-

comparison would probably be in detailed statements of the roles

that program managers play in these different acquisition svstems.

The needs analvsis at the position level will also be highly
critical in identifving the potential skills and knowledoge which mav
be gained by managers participating in on-the-job developmental

trips to various program manaqger positions. Given the clearlv

¥ 3

identifiable phases of planning, mobilizina. production., and

deplovrent of major weapon svstems it would seem onlv natural that
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different competencies could be developed by sendina managers on
developmental assignments to programs which were in different phases
of completion. The decision as to which managers should be sent on
specific developmental experiences would., of course. depend on the
results of each manaqer’®s developmental needs profile and resulting
IDFP.

It would zeem appealing to model the DSMC program after the IRS
erxecutive development program. There are ahnumber aof similarities
which would suggest that this migbt be an appropriate place to
start. First, the IRS program is six months in length which is the
projected time frame for the DSMC program. Second, the IRS program
is not based on the assessment center method. The author would
recaomnmend that DSMC not adopt the assessment center method of
individual needs assessment at this point in time. Most
importantly, the IRS program is designed to achieve a manaagement
development process similar to that which the Frogram Manager must
underqo. In both cazes, the manager who has usually worked in a
particular functional or technical speciality must make the change
to a multifunctional management or executive role.

The IRS program also contains a hands-on computer skills
seqgment which DSMC might wish to examine. This author would
recommand that DSMC prepare program managers to use available
computer technologyvy to aia them in processing the massive amounts of
information which must be digested in making decisions on major
defense projects. This does not mean that the managers should be
trained as proarammers, rather, they should be trained to use
available Decision Support Systems (DSS). DSMC could take the

leadership role in developing DSS for these proaoram managers and
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miaght serve as the center for a computerized DES network. This
computer network could also serve as a means of providing exportable
short courses and up—dates of information to araduates of DSMC
working as program managers.

Unfortunately, there are a number of factors which will be
working against the successful implementation of an inteaqgrated
management development system. The most obvious of these factors is
that DSMC is develeoping the program as an external training
aorganization. The author could not find any other integrated
management systems program which was not controlled internally by a
single organization. Futhermore, the trend is to decentralize these
systems to the divisional level to increase line management’s
participation and responsibility for the programs. Related to this
issue is the gquestion of how the DSMC faculty and administration
will function in such a management development system. Clearly the
trend in these programs is toward increased control and
responsibility being assumed by line or operations management. One
option would be for DSMC to function in the role of a consulting
agency which aided each of the Armed Services in developing their
own management development svstem, providing them with programatic
support while they provide the on-the-job support.

The fact that DSMC is an extermnal trainina organization also
complicates the role the colleqe can play in the career development
process of the manaqgers it serves. A qgood career or manpower
planning svystem was seen as critical to the success of manv
integrated management development syvstems existing in industry.
Since DSMC cannot control this system in the client oroanizations it

serves, it must examine whether sufficient career development

Akt ot
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planning occurs in these orqanizations to make it feasible to

implement a systems approach to management development.

Az may be remembhered, each of the managers in the IRS program

was assianed to a coach who was a line manager intricatelvy involved

in the executive development program. The question arises as to

whether personnel are available to fill this role in the DSMC

program. The acting program managers probably do not have the time

to assume this responsibility. It probably would not be appropriate

to use a faculty member from a particular technical speciality area

in the role of a coach. This brimgs us to tweo fimal organizational

issues of concerna. First, how much commitment to management

development is there from upper level management in the acquisitions

managament communitv? Is the commitment concentrated solely at the

top of the hierarchy or does a broad base of support for such a

program 22ist? Given the large number of araduates from DSMC and

the high regard they have for the colleqge, this may not be a major

problem.

The fimnal issue will be more difficult to solve. DEMC i

structured as a typical academic organization complete with

departments, department heads, deans. etc. These departments are

saeparated along lines of techrnical or functional specialization.

Such an organizational structure is useful in training technical

specialists but can be a source of problems in the development of

multi—-functional executives. It is critical that Froaram Manaagers

have an integrated perspective of their management role. The

present structure at DSMC may work against this goal. One possible

solution would be to assian a multi-—disciplinary team of faculty

members to work with each group of managers in the new FM program.
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This discussion of factors which would appear to wbrk against
the successful establishment of an integrated management development

system should not be interpreted as an indication that the author
believes the svstem can not work. Rather, it is only by facing
these issues head—on that DSMC will be able to maintaip its
leadership role in developing managers for the acguisition

management community,
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AFFENDIX A

COFY OF THE MANAGEMENT DEVELOFMENT SURVEY
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MANAGEMENT DEVELOPMENT SURVEY

.
.
-
.

B
ORBANTZATIONAL CHARACTERISTICS
1. Nusber of sanagers per year involved in sanagesent davel- 3. How do you select people for entry into your sanagesent " 4
opsent process you are descriding developsent progras? .
2. Approsisate percentage of sanagesent developesnt progras :Z
trainees who are pri:mly mg‘n,nming or technical E
specialists =
5

3. How similar are the individuals participating in the
sanageaent developasent activities with regard to years
experience, technical capabilities and functional area N
of expertise? & ?c{ do uu think is the ﬂt u;iqu :r mnvag’mm ]

etture of your sanagesent developeen »

effectiva do you think this feature m'm' -
1~

4 un,ci organization (manufacturing, service, utility,
€

OBTAINING SURVEY FEEDBACK

Ce
o
"y
I
~
Xl
oy

§. Would you be willing to answer sose Questions about your 2. Would you like a sussary of the results of the survey?
progras in a relatively short phone conversation?
1f yes, plesse write your nase and phone nusber here. 16 yes, please write the address to which the remits "‘

should be eailed.
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;.C . Intorsational Topics and Skills Managesent Developaent Techniques/Processes

5 Listed elow are & nusher of inforsational topics/skills which Listed below are a nusber of techniques/processes which say be
. aay be addressed in a sansgesent developasnt progras. For used for aanagesent developeent. For sach of these techniques
sach of these topics/skills, please indicate on the first please indicate on the first scale whether or not organiz-
scale whather or not your organization addressed the topic/ stion uses the technique, and if so, indicate on the second
skill, and i¢ s, indicate on the second scale the esphasis scale the extent to which that technigue/process plays an
plm‘ on that topic/skill in the sanagesent developaent teportant role in the sanagesent developsent progras.
process.

Using the follmn-q scale to indicate the role played by each
Using the tollowing scale to indicate the esphasis placed on of the factors, circle the nusber corresponding to your response.
each topic, circle the nusber corresponding to your response. .

21.Conputorized NS or 088 ___1_ ..
22.lepact of effice sutosation___1____

{ = pinor 2 s slight
1 = very ainor 2 s slight 3 = soderate 4 = very jsportant
3 = soderate 4 = very iagortant -
Process/
Teoic/ ADDRESSED Technique Yes Mo ROLE PLAYED
5;{1‘.- Yes Vo _ ENPHASIS 1. Developsental job rotation
or assignaent el 1 2 3 &
1. Dudgetting e 12 3 4 2, Mentoring or coaching
2. Prograa/Product/System systes wdo. V2 3 @
developaent e 12 3 A 3. Feedback froa perforsance
3. Progras/Product/Systess appraisal/ned wd. 1 2 3 4
evaluation wdo.. 12 34
4. Lecture 1.1 2 3 4
4. Contract sanagesent d... vt 2 3 4
5. Becision-saking uader S. Class Discussion edoe 1 2 3 &
uncertainty dlo... 1 2 3 4 6. Non-cosputerized sisulat-
ions/business gases JOS DU T B A |
4. Decision analysis oo, 12 34
7. Cosputerized sisulations ___)__ 1 2 3 ¢
7. Multinational sanagesent ___1_... ! 2 3 4
8. Case study ‘ L. 23 4
0. Cross-cultural training ___L.... ¢t 2 3 ¢
9. Assigned readings wd.. 1 2 3 4
9. Production sanagesent ol 1t 2 3 1 )
10.Acguisition process (e.9., 10, Tutoring Aot 23
defense l‘ltﬂl ur! sition) __0____. 1 2 3 4
ll.‘m:;m contracts/ L2034 11.Role playing L. 12 3 4
. —dee 12.8ehavior nodeling L1234
12.Lasdership style/skitls ___A_... 1 2 3 @ 13.:}:: or videotape presenta- L1234
13.Cossunication skills ... 1 2 3 4 14.Videotaping of trainee per-
u.l‘w ‘m;mmu skills {28 4 s ar.::n;: o‘s:'nt‘a:ﬁ::‘: Y U S I S |
r . ] .
15,7 u::u |,m. 1 2 3 4 trafness oL b2
.Tess
" === 16.Guest speakers k. 12 3 4
16.Personnel adainistratios ___1..._ 1 2 3 4
7. Particisati . 123 4 17.Field trips de. 12 3 4
Jortic ve a0 |
w Hooent ol 10.5e1F-paced witten saterfal_L__ 1 2 3 4
10.Policy foroulation process ___1_... | 2 3 4 19.8el $-paced cosputer-
assisted instruction D U S B R |
19.Ethics (law) k. 1 2 34 20.Tailored individual devel-
opaental activities weedo. 12 3 4
20.Lobbying process . 12 31
21.0ther X 1 2 3 4
1 2 3 4
it 23 4
23.Corver plamning wde.. V2 34
20.5tress asnsqeamnt wdo.. 1 2 3 4
25.Cost estioation coodieaee 1 2 3 4
26.Dusiness/industrial logis-
tics ssnagesent - .3y 2 3 4
27.0ther 1l 1 2 3 4
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- RECOMNENDAT LONS

- Given the past experiences of your organization, please
‘u indicate uhich of the techniques/processes you would recossend
! for inmin? the effectivensss of ssnagers in sech of "the
inforastional topics/skill areas listed in Section B, Please
wite in the {s) cnrmmlin’ to the sost appropriate
technique(s) in the space provided for each topic, but do not
indicate sore than 3 techniques for any tuiclmh e, ‘
Section A contains the list of techniques.

Section A

1. On-the-job-training

2. Lecture and class discussion

3. Non-cosputerized sisulations/business gases
4, Cosputerized sisulatioas/business qases
b olepioming

. a

7. me'aolm

8. Class preseatations by trainess

9. Guest speakers

10, Self-paced written ssterisl

11, Self-paced conputer-assisted instruction

12, Other
SECTION D
Inforsatiomal Topics/Shills Techniguey Intoreations] Toptce/Shills  Techniques
1. Budgetin ene coe oom 13.Tean buildin cen coe aee )
2 mmol‘rmtlsmm ' -
developamt et coe ose 16.Porsonnel adeinistration e con oo 7
3. Progras/Product/Systess Y
evaluation .. oo o 17.Perticipative sonagesent ——e  ooe  oe= i
4, Contract sanagesent cee ove eoe i10.Pelicy forsulation process ___ ___ ___ l?
3. Decision-saking under i
uncertainty e oom  eom 19.6thics (Jow) oo eee oee i
6. Decision analysis — e 20.Lobbying process — R
7. Mltinationsl sanageeent  ___ ___ ___ 21.Conputorized NIS or 089 con aae aea :_j
8. Cross-cultural training cen oee o 2.1epact of office autosation ___ ___ ___
9. Production sanagesent e moe oam .Coreer plamning —ee cae wme
10.Acquisition process (e.9.,
ne slmu scquisition) . ___ __. 24.8tress sanageeent eee ene oea
11.8overneent contracts/ 4
funding . e e 23.Cost estisation e e cee }
26.Dusinens/industrial logistics -
12.Leadorship style/skills e weo  onm anagesent e see s X
13.Consunication skills —. o 27.0ther eme eee wee ;
14.0ral coseunication stills -
(brietings) - e ]
CONTINUED OM BACK :1
-]
3 !
1
24
1




ORGANIZATIONAL FACTORS

:hl'l a::. l:: o:?mimiozm factors !{lim:“t o:hmo or
a0per ectiveness of & sanagessn opae rae.
To what extent have the factors li‘stcd below influm’n’d he
gffectiveness of sanageseat developaent prograss in your
organization? .

On the first scale, please indicate if the factor is preseat
or absent in your organizstion. Use the second scale to
indicate the sanner in which the presance or absence of the
factor has influenced the effectivensss of the sanageeent
developaant prograss in your organization,

Using the following scale to indicate the effect of the
tactor on your sanagesent developeent progras, circle the
ausber corresponding to your response.

1 s severely haspered
2 » alldly haspered
3 = no effect

4 = slightly enhanced
S » greatly enhanced

PRESENT
FACTORS Yos1 do EFFECT
1. Cosaiteent froa top san
st o .".__,1,.,12345

2. Release tine for trainees
sttending training prograss

3. Reinforcenent of aew behav-
jors when returning to job

4. Relavance of rmm to
orqantzational objectives

3. Mvailability of organizationsl
incentives tor participation

. ~ters plamning for
3:'3« m:lmln

7. Integration of cosponents
of sanagesent developaent
prograes

8. Training needs snalysis
9. Selaction process for

L. 1 23 45

doee 12 3 4 8

wdaee 12 3 40§

edeee 12 340

L1 23 48

1t 2345
Aot 23 4

trainees L.t 23 408
10, Individual tailoring of

progras eedee. 12 3 4§
11.0ther 1l 1 2 3 4§

THANK YOU VERY MUCH FOR TAKING THE TIME TO COMPLETE THIS SURVEY.
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CVALUATION OF NANAGENENT DEVELOPHENT PROGRANS

I.:::cg bolo: o:n m} sarm of :u_rmucq which :::: be ¢
u o evaluate sctiveness ot 2 samsgedent opaen
prograa. For sach of these, please indicate whether or act
each of these sowrces of u‘ommo has provided with
mdm‘o !!m your sanageasnt developaent progras is/was
successful, .

Using the tollowing scale, circle the nusber corresponding
to your responsess .

{ = not used

2 = don’t know

3 = no evidence of success
4 = gvidence of success

1. Inforaal feedback froe pragras
participants or their supervisors |

2. Datter perforaance on knowledge

tests at the end of training i 2 3

3. Detter scores on skill assessaent
emxercises at the end of training
{e.9., assessaent center type

axercise) i1 2 3 4
4, Positive written reaction fros
trainess at end of session 1 2 3 ¢

Positive reaction fros trainees

after wmmnr froa training and
ml‘m‘ oo skills or knoul
on the job

6

lo{rmd perforsance appraisal

ratings on trainees after the san-

sgesent developaeat progras experi-

mce 1 2 3 4

Jeproved ratings on results
fros the trainees’ subordinates
after graduation 1 2 3 ¢

8. lsprovesest in sose ocbjective
sedsures of parforaance on the job
such as increased productivity or

1

less turnover, etc, 1 2 3 4
9. Increassd zmmmy of wrk

wwl by people whe grade-

ated froe the prograa 1 23 4
10.0ther 1 2 3 4
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AFFENDIX B

SUMMARY OF THE INSTRUCTIONAL METHODS DATA
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Summary of Recommendations of Instructional Methods for
Particular Management Development Topic/Skill Areas for Successful
and NEFS (No Evidence for Success) Programs

-

-

r
Most Frequently Recommended Instructional Methodsl 3
Topic/Skill
Area Successful Programs NEFS Programs b
Budgeting 1. On-the-job training (54.5) 1. Lecture & Discussion (61.0) ;
2. Written Self-paced 2. On~-the-job training (61.0) -
material (54.5) £
3. Computer-Assisted 3. Case Studies (39.0) i
Instruction (CAI) (45.5)
L. Computer Simulation (36.4) L. Guest Speaker (28.0)
Program/Product . On-the-job training (75.0) . Lecture & Discussion (100)

. Case Studies (62.5)
. Lecture & Discussion (37.5)

Systems Development

wmn

Simulations or Lecture &
Discussion (33.3)

1 The numbers in parentheses represent the percentage of respondents endorsing
that instructional method for the corresponding topic/skill area

w

Program/Product 1. Case Studies (62.5) 1. Lecture & Discussion (90.0)
4 Systems Evaluation 2. On-the-job training (50.0) 2. On-the-job training (40.0)
, 3. Lecture & Discussion (37.5) 3. Case Studies (30.0)
-
- Contract Management 1. Case Studies (5T7.1) 1. Lecture & Discussion (60.0)
e 2. Lecture & Discussion (42.9) 2. On-the-job training (50.0)
_ 3. Guest speakers (42.9) 3. Case Studies (40.0)
L Decision Making 1. Case Studies (77.8) 1. Lecture & Discussion (T70.6) 3
- Under Uncertainty 2. Role Playing (33.3) 2. Case Studies (70.6) g
- 3. CAT (33.3) 3. Role Playing (47.1) 3
L Decision Analysis 1. Lecture & Discussion (4l4.4) 1. Lecture & Miscussion (72.2) L
re 2. Case Studies (33.3) 2. Case Studies (66.7) 4
- 3. CAT (33.3) 3. Role Playing (27.8) "
Multi-National 1. Guest Speakers (83.3) 1. Lecture & Discussion (66.7) 3
Management 2. Case Studies (66.7) 2. Case Studies (50.0) ‘
3. On~the-job training or 3. Guest Speakers (50.0)

. On-the-job training (46.0)
. Case Studies or Written

IRV WY U

Self-paced material (27.3)
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Summary of Recommendations of Instructional Methods for
Particular Management Development Topic/Skill Areas for Successful
and NEFS (No Evidence for Success) Programs

o

POPET AT OrY

Most Frequently Recommended Instructional Methodsl

R

Topic/Skill

Area Successful Programs NEFS Programs ' 4
]
Cross-Cultural 1. On-the-=job training (57.1) 1. Lecture & Discussion (81.8) 4
Training 2. Behavior Modeling (57.1) 2. Guest Speaker (45.5) -
3. Simulations (42.9) 3. On-the-job training or =
- role playing or behavior @
modeling (27.3) ;
Production 1. Computer Simulation (66.7) 1. Lecture & Discussion (76.9) i
Management 2. Lecture & Discussion (66.7) 2. On-the-job training (46.2) j
3. On-the-job training or 3. Case Studies (30.8) ’
simulations or CAI (33.3) ﬁ
Acquisition 1. Lecture & Discussion (75.0) 1. Lecture & Discussion (60.0) j

Process 2. On-the-job training (50.0) 2. Guest Speakers (60.0)

3. Guest Speakers (50.0) 3. Case Studies or Self-paced
written material (40.0)

Government Contracts 1. Lecture & Discussion (100) 1. Guest Speakers (85.T)

2. Written Self-paced 2. Lecture & Discussion ( 57.1)
material (50.0)
3. On~the-job training or 3. Written Self-paced
case studies or guest material (42.9)
speakers (25.0) c
Leadership Skills 1. Role Playing (61.5) 1. Lecture & Discussion (T70.0) g
2. Behavior Modeling (61.5) 2. Role Playing (65.0) g
3. Lecture & Discussion (53.8) 3. Behavior Modeling (65.0) ;1
‘
Communication 1. Role Playing (84.6) 1. Lecture & Discussion (70.0) =
Skills 2. Lecture & Discussion (46.2) 2. Role Playing (70.0) ]
3. On-the-job training or 3. Class Presentations (50.0) N
behavior modeling or class ‘}
presentations (38.5) 8
Oral Communication 1. Role Playing (91.T) 1. Class Presentations (75.0) =
. Skills (Briefings) 2. Class Presentations (50.0) 2. Role Playing (70.0) >
- 3. Lecture & Discussion (50.0) 3. Lecture & Discussion (60.0) 3
'-..' A'*
o 2
- B
e, .
P~
.

1 The numbers in parentheses represent the percentage of respondents endorsing
that instructional method for the corresponding topic/skill area
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Summary of Recommendations of Instructional Methods for
Particular Management Development Topic/Skill Areas for Successful -
and NEFS (No Evidence for Success) Programs

DM a3 oy e ad e e Mg Be i Sete Shn S Tegnr TS

Topic/Skill
Area

Team Building

Personnel
~ Administration

Participative
Management

Policy Formulation
Process

Ethies

Lobbying

Computerized
Management Information
Systems

Impact of Office
Automation

1l

wmMmpR

w =

1.
3.

1.
2.

2'
3.

RV

1.
2.
3.

Most Frequently Recommended Instructional Methods

Successful Programs

. Role Playing (50.0)
. Behavior Modeling (41.7)
. Case Studies (41.7)

Lecture & Discussion (88.9)

. On-the-job training (L&.L)

Written Self-paced
material (33.3)

Role Playing (77.8)
Behavior Modeling (u4k.L)
Lecture & Discussion (u4k.l4)

Lecture & Discussion (66.7T)
Case Studies (LL.k4)

. Guest Speakers (hLi.h)

. Lecture & Discussion (77.8)

Guest Speakers (Lk.4)
Case Studies or role
playing (22.2)

Lecture & Discussion (83.3)

. Case Studies (66.7)
. Guest Speakers (50.0)

Computer-Assisted
Instruction (CAI) (85.7T)

. Written Self-paced

material (42.9)

Guest Speakers or Lecture
& Discussion or Computer
Simulation (28.6)

Lecture & Discussion (50.0)
Guest Speakers (50.0)
CAT (25.0)

w

w PR

1l

NEFS Programs

Lecture & Discussion (83.3)
Case Studies (55.6)
Role Playing (55.6)

Lecture & Discussion (100)
Case Studies (64.3)
Guest Speakers (35.7)

Lecture & Discussion (82.4)
Role Playing (58.8)
Case Studies (47.1)

. Lecture & Discussion (76.9)
. Case Studies (76.9)
. Guest Speakers (53.8)

Lecture & Discussion (91.7)
Guest Speakers (83.3)
Case Studies (41.7)

. Guest Speakers (100)

Lecture & Discussion (75.0)

. Written Self-paced

material (25.0)

. Lecture & Discussion (75.0)

Computer Simulation (L41.7)
On-the-Jjob training or
written self-paced material
or CAI (33.3)

. Lecture & Discussion (90.0)

Guest Speakers (60.0)

. Case Studies or written

self-paced material or
CAI (20.0)

The numbers in parentheses represent the percentage of respondents endorsing

that instructional method for the corresponding topic/skill area
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Summary of Recommendations of Instructional Methods for
Particular Management Development Topic/Skill Areas for Successful

and NEFS (No Bvidence for Success) Programs

Topic/Skill
Area

Career Planning

Stress Management

Cost Estimation

1

1.
2.
3.

l'
2.
3.

Most Frequently Recommended Instructional Methods

Successful Programs

Case Studies (50.0)
On-the-job training (L40.0)
Lecture & Discussion (40.0)

Lecture & Discussion (70.0)
Role Playing (30.0)
Behavior Modeling (30.0)

. On-the-job training (50.0)

Lecture & Discussion (50.0)
Computer Simulation or
Written Self-paced
material (37.5)

1l

NEFS Programs

Lecture & Discussion (93.8)
Case Studies (50.0)
Role Playing (31.3)

. Lecture & Discussion (66.7)

Case Studies (50.0)
Role Playing or Behevior
Modeling (38.9)

. Lecture & Discussion (66.7)

Written Self-paced
material (33.3)
On-the-job training or
simulations or computer
simulations or CAI (25.0)

The numbers in parentheses represent the percentage of respondents endorsing
that instructional method for the corresponding topic/skill area
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